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Abstract 
 
A common criticism in the field of organization change is that there is no 
coherent and operationally useful theory of organization change.  Another 
weakness is the notoriety of planned interventions for not achieving their 
stated aims.  This thesis sets out to address these shortcomings through the 
development of a complexity theory of human and organizational change that 
is both coherent and operationally useful.  The complexity theory of change is 
then applied to a planned intervention that was successful in achieving its 
stated aims.  The Organization that is the focus of this study used to be a 
government department that was recently transformed into a statutory 
authority responsible for the management of an Australian natural resource.  
The way in which the transition from a government department to a statutory 
authority was handled created the conditions for the intervention. 
 
Guided by the complexity theory of change the intervention methodology was 
designed to bring about a transformation in the Organization’s culture, that 
involved changes to its structure, strategy and power relations within a twelve-
month period, and successfully to institutionalise the changes.  The research 
methodology used was predominantly that of action research, however 
shortcomings with existing action research methodologies, often criticised for 
being rigid and confusing, such as not insisting on the inclusion of the 
researcher’s own position, led to the development of a new methodology: the 
Intiffegrated Action Research Methodology (IARM).  Utilising triangulation as 
the method of analysis the results of the research are analysed before 
concluding with a list of factors that contributed to the success of this 
intervention. 
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CHAPTER 1  INTRODUCTION AND PHILOSOPHICAL 
APPROACH 
I believe that some of the most fundamental problems that we face stem 
from the fact that the complexity and sophistication of our thinking do 
not match the complexity and sophistication of the realities with which 
we have to deal (Morgan 1986:339). 
 
Complexity provides an explanatory framework and a language, which 
offer a different way of thinking and seeing the world. (London School of 
Economics: Complexity Research Project Website, 2001). 
 
 
INTRODUCTION 
Planned interventions are notoriously weak at achieving their stated aims.  
However, in my practice as a Corporate Change consultant over the last fifteen 
years I have managed to maintain a reputation for making planned 
interventions work.  Prior to doing this thesis my experience of my work was 
that it was more of a ‘natural’ ability, or a function of my personality, than 
anything I could describe intellectually or teach to others. 
 
Then I came across the Complexity and Management literature in the mid 
1990s and quickly adopted the rich descriptive metaphors of Complexity, as it 
described very well what I knew intuitively.  However, its adoption did not 
change the way I approached my work – it just allowed me to understand and 
describe on an intellectual level what I was already doing. 
 
This thesis describes the use of a Complexity Theory of Change to transform 
an organization’s culture, through a planned intervention that transforms and 
institutionalises the changes in the Organization's structure, strategy and 
power relations within a twelve month period, and to develop a methodology 
that enables the empirical evaluation of the effectiveness of the intervention 
against its stated intentions. 
 
Complexity 
Chaos and complexity theory, as developed in mathematics and the 
natural sciences, has led to major new advances in the understanding of 
natural phenomena that previously were considered too complex or 
unpatterned to comprehend.  These advances have been slow to filter 
into organization science.  A concerted effort to overcome the built-in 
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inertia and insulation of organization science is needed.  Such efforts 
include investment in new learning by gatekeepers and a strengthening 
of ties to the natural sciences.  If these efforts are not pursued, 
organization science will remain scientifically backward and largely 
irrelevant to the real organizational world (Begun, 1994:329). 
 
Complexity attempts to deal with the world as we find it: ‘as-it-is’ (Petzinger, 
Emergence, Vol 1, No 1, 1999:76).  And the world as we find it is far more 
complex and messy than our traditional scientific approach of reducing the 
mess to the simplest possible parts through reductionism would have us 
believe.  However, there is a new science emerging: Complexity Science; the 
scope of which allows us to view all of the scientific disciplines as parts of the 
one Complex Adaptive System (CAS).  Thomas Khun (1970) showed how the 
history of science was one of moving forward steadily for long periods of 
relative stability followed by periods of ‘revolutionary science’.  During these 
relatively short periods of revolutionary science the entire scientific paradigm 
undergoes a transformation in the way it views the world / universe.   
 
I believe we are in such a period of revolutionary science and Complexity 
Theory is at the forefront of that revolution.   
The complexity revolution began the first time someone said, ‘Hey, I can 
start with this amazingly simple system, and look – it gives rise to these 
immensely complicated and unpredictable consequences.  From the 
Sante Fe Institute’s point of view … [its] effort is to catalyse the 
complexity revolution in science as a whole (Waldrop, 1992: 329 & 327). 
 
We shall learn in chapters 2 and 3 how the periods of revolutionary science fix 
the initial conditions, and thereby establish the boundary conditions, or 
context, as the next stable period of the CAS of science emerges.  This chapter 
describes the philosophical approach and background to a contribution that the 
writer hopes may enable him to enter that revolution proper.  
 
BACKGROUND TO RESEARCH 
Planned interventions are notoriously weak at achieving their stated aims 
(Marshall & McLean, 1985:7; Zeira & Avedisian, 1989:31; Svyantek and 
DeShon, 1993).  However, in my practice as a Corporate Change consultant 
over the last fifteen years I have managed to maintain a reputation for making 
planned interventions work.  It used to be thought among other professionals 
and clients that my ability to ‘make interventions work’ was a function of my 
personality and not something that could be learned.  The impetus for this 
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research came in the form of a challenge by the Managing Director of a 
Company I had worked with since inception in 1992, when he asked me ‘if I 
could teach someone else how to do it?’ (N Martin, personal communication, 
1993).  The answer at that time was only through osmosis – perhaps by 
apprenticing to me for a few years. 
 
John Dewey (1929) called this experience ‘‘indeterminate’ or ‘unsettled’ 
because the quality of the experience is precognitive and emotional’ (Morgan, 
1983:97).  Indeed, this was my experience of my work at that time as it was 
more of a ‘natural’ ability than anything I could describe intellectually. In the 
early 1990s, the theory of human and organizational change I used in my work 
was loosely titled: The Evolution of Power: from Big Bang to Little Bang (see 
appendix 6:page 2).  I came across the Complexity and Management literature 
in the mid 1990s and although I quickly adopted the rich descriptive 
metaphors of Complexity, as it described very well what I knew intuitively, its 
adoption did not change the way I approached my work – it just allowed me to 
understand and describe on an intellectual level what I was already doing. 
 
However, several authors of the Journal of Management Inquiry (1994) were 
quick to point out their ‘concerns about the long term adequacy of the 
[complexity] metaphor’, despite its benefits such as ‘provid[ing] intriguing 
ways of seeing organizational events from new perspectives … without the 
empirical work that accompanies it’ (Bartunek, 1994:336-338).  In the same 
issue Johnson & Burton say that ‘The trend toward loosely applying non-linear 
dynamical theories to organizations troubles’ them and that the ‘essential 
problem remains: How should these concepts be applied?’ (1994:320-328).  
This work aims to address such concerns by using a Complexity Theory of 
Change to transform an organization’s culture, through a planned intervention 
that would transform the organization's structure, strategy and power relations 
within a twelve month period, and to develop a methodology that enables the 
empirical evaluation of the effectiveness of the intervention against its stated 
intentions. 
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Research Intentions 
Made aware of the shortcomings in my work by the insightful MD, I entered 
the PhD program to:  
1. Develop my existing theory of human and organizational change; 
2. Bring about a lasting transformation in an organization’s culture 
through a planned intervention using that theory; 
3. To develop a methodology consistent with the theory that enables 
a systematic evaluation of the research; and 
4. To evaluate the intervention within the stated methodological 
framework. 
 
ORGANIZATION BACKGROUND  
The Organization in which I implemented the intervention was spun out of a 
large Commonwealth Government Department, where it had resided as a 
Section within a Division of the Department for the previous fifty years, and 
established as an independent Statutory Authority under an act of Parliament 
in February 1992.  The Organization is charged with the responsibility of ‘… 
creating conditions which ensure the long term sustainability of [a 
Commonwealth natural resource (the Resource)], while allowing for the 
efficient exploitation of these resources and an equitable sharing of them 
among all user groups’ (Annual Report 1991-92).  It was the first time a 
Section of a Government Department had been 'spun out' and established with 
such an inherently conflictual mission.   
 
The way the transition, from a Section of a Government Department to a 
Statutory Authority, was handled created the conditions whereby the need for 
the Intervention arose.  The background to the Organization and what I call 
the transition drama is the subject of chapter 4. 
 
PHILOSOPHICAL APPROACH 
The most difficult thing in science, as in other fields, is to shake off 
accepted views (Gioia & Pitre 1990:585). 
 
As this thesis challenges some long-standing scientific conventions it is 
necessary to begin by setting out the roots to those conventions so that we 
can be clear on why the challenge is necessary. 
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Natural Science’s Influence 
… traditionally what natural science opens up becomes the territory of 
social science (Loye & Eisler, 1987:56). 
 
Theoretical advances in the social sciences, of which organization science is 
one, are often if not always led by conceptual advances in the natural sciences.  
For instance, Lewin (1947) drew on concepts such as equilibria, force fields 
and phase space from the physical sciences to further understanding of group 
processes (Smith & Gemmill, 1991:698).  Organization scientists such as 
Morgan (1986), Clegg (1990), Hannan & Freeman (1976, 1984, 1989), Liefer 
(1989), Smith & Comer (1994), Gersick (1988, 1991), Svyantek & DeShon 
(1993), Loye & Eisler (1987), Tushman, Newman & Romanelli (1986), Trist 
(1977), McKelvey & Aldrich (1983) and Wheatley (1992) have drawn on 
aspects of the natural sciences to find concepts / metaphors on which to base 
organization theory and research.   
 
Whereas Boulding (1978, 1981), Zohar (1991), Zohar & Marshall (1993), 
Bohm (1980, 1985), Wilson (1975, 1978), Swimme & Berry (1992), Jantsch 
(1980), Laszlo (1987), Bateson (1972, 1979) have drawn on various aspects of 
the natural sciences to develop broader sociological models such as 
Sociobiology (Wilson, 1980).  However, there are still those who believe that 
‘Applying a natural scientific model to social science is hazardous’ (Kickert 
1993:261) and ‘extending principles of science beyond their usual domain of 
application may lead to spurious conclusions’ (Pagels 1982:86). This raises an 
interesting question: how else have the social sciences progressed? 
 
The ‘Natural’ Scientific Method 
Perhaps the most telling factor of the deep structure influence of the natural 
sciences on social science is the pervasiveness of the natural scientific method 
in the social sciences: 
… mainstream social science has attempted to model itself on practice in 
the natural sciences, aiming to describe and explain events, processes, 
and phenomena in the social world in a manner that allows 
generalisations to be drawn.  The quest is for systematic explanations 
that can be supported with empirical evidence. … Given this kind of 
quest, the use of hypothetico-deductive approaches that generate 
knowledge through the use of predictions to be tested against data 
generated in controlled experiments and through survey research 
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provides the basis for a very logical and powerful methodology (Morgan, 
1983:393). 
 
However, the almost exclusive use of this methodology and its resounding 
success over the last three hundred years has locked the natural sciences, and 
the social sciences by default, into a scientific world that has insisted on 
obtaining information about the world through a single perspective: 
reductionism, originally developed by Descartes in his Rules for the Direction of 
the Mind (Anscombe & Geach, 1954:152).   
 
Descartes  
Of Descartes' eleven rules, the fifth, where Descartes describes his ‘method for 
investigating the truth about things’, has probably been the most influential:  
The method consists entirely in an orderly arrangement of the objects 
upon which we must turn our mental vision in order to discover some 
truth.  And we shall be observing this method exactly if we reduce 
complex and obscure propositions step by step to simpler ones, and then, 
by retracing our steps, try to rise from intuition of all of the simplest ones 
to knowledge of all the rest (ibid:157). 
 
The success of the method is due in no small part to the amount of power / 
control it has given humans over their environment.  Indeed, ‘ … modern 
science’s success in predicting and controlling the world … is taken as evidence 
for its truth’ (Fuchs 1993:23).  The unstated question that began to emerge 
around the turn of the century through the work of thinkers such as Duhem 
(1906) and Whitehead (1926) was: is science really about controlling or 
understanding the universe we live in?   
 
If science is primarily about understanding then the Cartesian method may 
well have dominated the sciences for too long and now be hindering the 
development of understanding through its unbalanced focus on a single 
method - reductionism.  As the evolutionary biologists would say Cartesian 
logic is in danger of becoming ‘locked in’, the real danger of which is the way 
alternative perspectives are excluded by necessity in order to lock one 
particular perspective in.  The reaction to Cartesian logic was further developed 
by such influential philosophers as Quine (1951, 1970), Polanyi (1958), Kuhn 
(1962), Popper (1963) and Feyerabend (1970).  The Duhem Quine thesis of 
holism, as it is known today, is still controversial in the philosophy of science 
(Laudan, 1990:69).  However, it is gaining increasing importance as 
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philosophers and scientists alike attempt to integrate the disparate fields of 
knowledge, and their various insights and languages created by the 
reductionist focus, into greater levels of understanding through ever larger 
contexts of meaning. 
 
The Duhem Quine Thesis: Holism 
Holism is about meaning: 
… roughly, it’s … the doctrine that only whole languages or whole 
theories or whole belief systems really have meanings, so that the 
meanings of smaller units - words, sentences, hypothesis, predictions, 
discourses, dialogues, texts, thoughts and the like are merely derivative 
(Fodor & Lepore, 1992:x). 
 
Holism, similarly to hermeneutics but without its emphasis on history and 
culture, suggests that no single piece of information can be examined outside 
of its relationship to the rest of knowledge - its context.  The first part of the 
thesis was developed by Duhem (1906) who believed that there was ‘no crucial 
experiment in science’, because all experiments are conducted within the 
context of myriad other assumptions.  Therefore, there is no testable 
hypothesis that can be conducted in isolation from the other hypotheses and 
assumptions that it is examined within.  ‘The physicist can never subject an 
isolated hypothesis to experimental test, but only a whole group of hypothesis’ 
(ibid in Harding, 1976:x). 
 
Building on Duhem’s thesis in his essay ‘Two Dogmas of Empiricism’ (1953) 
the great Harvard philosopher WVO Quine says that: ‘any statement can be 
held true come what may, if we make drastic enough adjustments [to allow for 
its inclusion] elsewhere in the [belief] system’ (in Harding, 1976:xi).  What 
Quine is getting at with his theory of meaning is that there is no meaning in 
what someone says unless the person hearing it can verify it.  And no 
verification is possible objectively as the meaning will be deduced within the 
context formed by the ‘web of beliefs’ of the verifier.  In other words nothing is 
verifiable either logically or semantically, and therefore scientifically, without a 
context based on other largely non-verifiable assumptions / hypotheses.  It is 
only through continually adjusting, altering, transforming and revising this 
context, the web of beliefs that make up a worldview, in order to accommodate 
what works, that progress in science is made.   
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Quine’s definitive statement was that ‘the unit of empirical significance is the 
whole of science’ (ibid italics added).  Several social and natural scientists 
agree with the perspective offered by holism, such as: the economists Edgar S 
Dunn Jr (1971) and Kenneth Boulding (1978); systems philosopher Ervin 
Laszlo (1972); anthropologists Gregory Bateson (1972, 1979), Richard Adams 
(1975) and Magoroh Maruyama (1976); biologist Conrad Waddington (1976, 
ed 1975); physical chemists Manfred Eigen (Eigen & Winkler 1975), Ilya 
Prigogine (1976) and Nicolis and Progogine (1977); ecologist C S Holling 
(1976); geographer Alistair Taylor (1976); mathematician Ralph Abraham 
(1976); theoretical physicist Hermann Haken (1977); geologist Preston Cloud 
(1978); and multi-disciplinarians Eric Jantsch (1975, 1980) and Jantsch & 
Waddington (1976).   
 
However, few scholars have seriously taken up Quine’s challenge and 
attempted to develop a synthesis of the ‘whole of science’ as a context within 
which to examine human change.  Some notable exceptions are: Kenneth 
Boulding Ecodynamics: A New Theory of Societal Evolution  (1978), Eric 
Jantsch The Self-Organising Universe (1980) and the poetic Universe Story 
(Swimme & Berry 1992). Interestingly, the intuitive forerunner to these works 
was written by a South African general and statesman Jan Smuts: Holism in 
Evolution (1926, in Jantsch 1981:3,4). 
 
The Whole of Science 
‘The evolutionary vision’ is the term coined by Kenneth Boulding (1978) 
for the pattern connecting evolution at all levels of reality, from cosmic / 
physical through biological / ecological / sociobiological to psychological / 
sociocultural evolution.  … its focus is not so much on systems, or any 
entity, than on the processes through which they evolve.  The 
evolutionary vision searches for commonalities in the evolutionary 
dynamics at all levels of reality.  [It] attempts to grasp the principles 
underlying the unfoldment … of a rich variety of morphological and 
dynamic patterns[; it] tries to understand evolution as a total 
phenomenon, originating in the common singularity of a ‘big bang’ … and 
interconnected through the homology, not just the analogy, of its 
dynamic manifestations (Jantsch, 1981:1 italics added). 
 
To date no organization scientists have taken up Quine’s challenge and 
attempted to view organizations within the ‘whole of science’.  So far the 
natural sciences have only been grasped in a piecemeal way by organization 
scientists in an effort to explain observed phenomena that are antithetical to 
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the Cartesian perspective on logic, or in Kuhn’s (1970) words ‘that challenge 
the Cartesian paradigm’. 
 
LINEAR VS NON-LINEAR UNIVERSE  
The linear world is an emergent phenomena of the reductionist paradigm 
whereby enough information is removed to enable the scientist to simplify a 
complex system to the point where accurate predictions about the system, at 
certain levels, are able to be made.  This has meant that ‘Exact solutions were 
restricted to a few simple and regular phenomena, while the complexity of vast 
areas of nature seemed to elude all mechanistic modelling’ (Capra, 1997:120).  
Using a linear, mechanistic worldview prediction, and control through precise 
observation and measurement, are what the scientist is primarily interested in.  
For example, Newton’s mathematics enabled both linear and non-linear 
equations to be written; however, because the non-linear equations ‘were 
usually too complex to be solved … scientists generally avoided the study of 
non-linear systems’ (ibid:121). 
… whenever nonlinear equations appeared, they were immediately 
‘linearized’, i.e. replaced by linear approximations.  Thus instead of 
describing the phenomena in their full complexity, the equations of 
classical science deal with small oscillations, shallow waves, small 
changes of temperature, etc.  As Ian Stewart observes, this habit 
became so ingrained that many equations were linearized while they 
were being set up, so that the science textbooks did not even include the 
full nonlinear versions.  Consequently, most scientists and engineers 
came to believe that virtually all natural phenomena could be described 
by linear equations.  ‘As the world was a clockwork for most of the 
eighteenth century, it was a linear world for the nineteenth and most of 
the twentieth century’ (ibid, 1997:121-2). 
 
What we have here is a classic example of how a schema based on certain 
knowledge excludes other knowledge simply by being formed.  ‘Bohr’s principle 
of complementarity asserts that there exist complementary properties of the 
same object of knowledge, one of which if known will exclude knowledge of the 
other’ (Pagels, 1982:86).  And the more firmly the schema is held onto and 
defended the more firmly will the other knowledge be excluded - denied. 
 
After debunking the myth that non-linearity was too complex to study without 
the aid of computers as the main justification for why it has only been 
investigated over the last thirty years (since the advent of computers), Kellert 
(1993, 119-158) goes on to say that: 
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A first formulation of a social explanation for the nontreatment of chaos 
would claim that a social interest in the quantitative prediction and 
dominating control of natural phenomena contributed to the neglect of 
the study of chaotic [non-linear] behaviour (ibid 154). 
 
… The connection between exact prediction and the domination of natural 
processes forms an important part of an explanation of the nontreatment 
of chaos, for in order to satisfy a cultural and economic interest in 
dominating nature, science sought predictable, regular behaviour.  These 
interests help account for the fact that exact closed-form solutions were 
considered the premier type of solution to a scientific problem, which in 
turn helps to explain the prejudice in favour of linear systems.  Chaotic 
[non-linear] behaviour was screened from study by a procrustean form of 
attention that was paid only to elements of the world that could be 
reduced to objects for human use: “modern natural science has as its 
main goal prediction, i.e., the power to manipulate objects in such a way 
that certain predicted events will happen.  This means that only those 
aspects of the object are deemed relevant which make it suitable for such 
manipulation or control” (Schachtel 1959:171 quoted in Keller 1985:120) 
(ibid 155). 
 
However: 
The decisive change over the last three decades has been to recognize 
that nature, as Stewart puts it, is relentlessly nonlinear (Capra, 
1997:122). 
 
 
LITERATURE 
The sheer volume of the literature associated with a multi-disciplinary study 
such as this means that an iterative approach to literature reviewing is taken.  
This means that the relevant literature is reviewed right throughout the study 
rather than just in one place. 
 
Organization Science  
There have been several theories derived from the natural sciences used to 
view aspects of organizations throughout the Organization Science literature: 
• Maturana, Varela and Uribes’ (1974) theory of autopoiesis has been 
grasped by organization scientists (see Luhmann 1984; Kickert 1993);  
• Prigogine’s (1976) work on dissipative structures (see Liefer 1989; 
Smith & Gemmill 1991; Smith & Comer 1994); 
• Hermann Haken’s work on synergetics (1977) was also used by 
Goldstein (1988); 
• Gould and Eldredge’s (1972) punctuated equilibrium model (see Gersick 
1988, 1989, 1991); 
• The Hawley (1968) influenced model of Ecology, Human & Population 
Ecology (see especially Hannan & Freeman 1977, 1984, 1989; McKelvey 
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& Aldrich 1983; Trist 1977; Emery & Trist’s Toward a Social Ecology 
1972); 
• Lorenz and Feigenbaum’s chaos theory (see Loye & Eisler 1987; 
Svyantek & DeShon 1993); 
• The cybernetic systems theory originally developed by von Bertalanffy 
(1969) has been used by many including Weick (1979) and Edwards 
(1992) as has the systems theory work of Emery (Systems Thinking 
1969); 
• Darwinian and Neo Darwinian evolution has also been used (see Wake, 
Roth & Wake 1983; 
• Einstein & Bohr’s quantum physics was used by Miller & Friesen (1982) 
and by Wheatley in Leadership and The New Science (1992); 
• Even our knowledge of how the human brain operates is being used as a 
metaphor for explaining phenomena in organizations (see Morgan 1986 
Chapter 4). 
 
In his Images of Organization (1986), Morgan used some of the above 
perspectives as metaphors through which to view organizations, whilst other 
Organization Scientists such as Lewin (1947), who drew on concepts such as 
equilibria, force fields and phase space from the physical sciences to further 
understanding of group processes (Smith & Gemmill, 1991:698), have also 
been guided by findings in the natural sciences.  Still others such as Clegg 
(1990), Hannan & Freeman (1977, 1984, 1989), Liefer (1989), Smith & Comer 
(1994), Gersick (1988, 1991), Svyantek & DeShon (1993), Loye & Eisler 
(1987), Tushman, Newman & Romanelli (1986), Trist (1977), McKelvey & 
Aldrich (1983) and Wheatley (1992) have drawn on aspects of the natural 
sciences to find concepts on which to base organization theory and research.   
 
COMPLEXITY  
New subjects [such as Complexity], highly interdisciplinary in traditional 
terms, are emerging and represent in many cases the frontier of 
research.  These interdisciplinary subjects do not link together the whole 
of one traditional discipline with another; [rather] particular subfields are 
joined together to make a new subject … A new subject is taking shape, 
which has roots in cognitive science, in nonlinear systems dynamics, and 
in many of the physical, biological, and even the behavioural sciences.  
Some people call it self-organization, others complex systems theory, 
other synergetics, and so forth.  It tries to attack the interesting question 
of how complexity arises from the association of simple elements (Gell-
Mann in Pines ed, 1988:1-6). 
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The study of complex adaptive systems (Cowan, Pines, and Meltzer, 
1994) has become the ultimate interdisciplinary science, focusing its 
modelling activities on how microstate events, whether particles, 
molecules, genes, neurons, human agents, or firms, self-organize into 
emergent aggregate structures (McKelvey, 1999:5).  
 
Someone should be studying the whole system, however crudely that has 
to be done, because no gluing together of partial studies of a complex 
nonlinear system can give a good idea of the behaviour of the whole 
(Gell-Mann, 1994:xi). 
 
 
Complexity Definition 
There is no agreed upon definition, or measure, for Complexity – however, 
there is a web site www.cpm.mmu.ac.uk dedicated to collating measures of 
complexity.  So far its author has put together 386 different measures of 
complexity going as far back as 1936.  For the purposes of this research when 
I refer to a Complex Adaptive System (CAS) I mean: 
 
1 Complex: It is complex, consisting of more than one part 
(interacting with other parts from which its phenotypic behaviour 
emerges). 
 
2 Adaptive: It necessitates internal changes in its structure / 
identity over time (in an attempt to maintain the closeness of fit 
between its environment and itself).  
 
3 Systemic: All parts of the system (under investigation) are 
connected through feedback loops from which the whole system’s 
behaviour emerges at various levels, and at the same time 
through specific (dedicated) feedback processes that ‘sense’ the 
state of the system’s environment overall (that it is dependent 
on). 
 
Ultimately complexity research attempts to answer the question: How does 
such simple initial conditions or ‘microstate events, … self-organize into 
emergent aggregate structures’ of such vast complexity? 
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Diagram 1.1 Emergence of Complexity Theory 
Adapted from Goldstein (1999:55) 
 
 
 
 
Diagram 1.2 A Typical Complex Adaptive System 
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Chaos and Complexity 
It is important to understand the distinction between chaos and complexity for 
although I have borrowed some of the concepts of chaos theory, such as 
sensitive dependence on initial conditions, this thesis is not about chaos.  
Chaology, the study of chaos, has a dual focus on the: 
(a) Sustained and random-like long-term evolution that … 
happens in deterministic, nonlinear, dynamical systems [and] 
 
(b) largely unpredictable long-term evolution occurring in a deterministic, 
nonlinear, dynamical system …  (Williams, 1999:449). 
 
This thesis investigates an intervention through the lens of Complexity: 
A type of dynamic behaviour that never reaches equilibrium and in which 
many independent particle-like units or ‘agents’ perpetually interact and 
seek mutual accommodation in any of many possible ways. The units or 
agents spontaneously organize and reorganize themselves in the process 
into ever larger and more involved structures over time (ibid:234). 
 
Complexity is multi-disciplinary in that it treats the whole of science as its 
context of enquiry.  I first came across the language of Complexity sciences in 
1995, after the Intervention, through a proceedings volume of the Sante Fe 
Institute in the Sciences of Complexity (Vol XIX, 1994).  The metaphors and 
language of complexity gave me the ability to abstract and conceptualise my 
work as a change agent far better than I was able to do without it.  
 
Complexity in Organization Science 
The first major work in Organization Science to embrace the notion of 
Complexity appears to have been Complexity, Managers, and Organizations 
(Streufert & Swezey, 1986); which was before the publication of Gleick’s 
(1988) popular treatment of Chaos.  This was followed by a trickle of papers 
finding their way into the Organization Science literature throughout the rest of 
the 1980s and early 1990s, which has become a flood over the middle and last 
half of the 1990s.  Authors such as: Loye & Eisler (1987); Langlois & Everett 
(1992); Levy (1994); Johnson & Burton (1994); Begun (1994); Bartunek 
(1994); Stacey (1995); Thietart & Forgues (1995); Phelan (1995); Cohen et al 
(1995); Perry (1995); Anderson (1996); Overman (1996); Westoff, Yarbrough, 
et al (1996); Roos & Oliver (1996); Stacey (1996); and Lissack (1996), have 
all used concepts and metaphors from Complexity to further our understanding 
of organizations.   
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Indeed, whole editions of Organization Science journals such as Organization 
Science (1999) and a section of the Journal of Management Inquiry (1994) 
have been devoted to the use of Complexity to further our understanding of 
organizations.   
 
Complexity Institutes & Programs 
The Sante Fe Institute for the Sciences of Complexity (SFI) was established 
in 1984 by a group of scientists, including Noble laureates, as a private, non-
profit, multidisciplinary research and education centre. ‘Since its founding SFI 
has devoted itself to creating a new kind of scientific research community, 
pursuing emerging science’ (SFI Website, 2001).  
 
The New England Complex Systems Institute (NECSI) was established in 
1998 ‘as a joint effort of the faculty of New England academic institutions’, 
such as Harvard and MIT, ‘for the advancement of communication and 
collaboration outside of institutional and departmental boundaries’ (NECSI 
Website, 2001). 
 
NECSI spawned the Institute for the Study of Coherence and Emergence 
(ISCE) in 1999, ‘for a consortium of professionals drawn from industry, 
academia, management consulting and the non-profit sector.  To promote 
pragmatic dialogue around the areas of networking, emergence and complexity 
studies with the aim of assisting practicing managers in the complex task of 
managing specifically’ (ICSE Website, 2001). 
 
The London School of Economics (LSE) Complexity Research Program was 
started in 1995 and is ‘a collaborative research programme with a number of 
Research Partners (RP), both academic and industrial, attempting to contribute 
to the development of a theory of complex social systems and organisations’  
(LSE Complexity Research Program Website, 2001). 
 
Complexity Books 
In 1995 the number of books on complexity and management could have been 
counted on one hand, however, by 1999: 
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Books on the topic complexity and management [had] become numerous 
enough to fill several bookshelves in even a nonspecialist bookstore 
(Lissack, 1999:3). 
 
I am not going to review these books here however the journal of Emergence, 
from which the above quote is drawn, does an excellent job of reviewing 34 of 
these books. 
 
Complexity Journals 
Complexity is the journal of the Sante Fe Institute for the Sciences of 
Complexity.  Complexity International is a refereed journal for scientific papers 
dealing with any area of complex systems research published by Charles Sturt 
University. The Institute for the Study of Coherence and Emergence has, since 
1999, published the journal Emergence: A Journal of Complexity Issues in 
Organizations and Management. 
 
Complexity on the WWW 
There are also several sites on the internet devoted to complexity in general: 
• Sante Fe Institute www.sfe.edu; 
• Charles Sturt University www.csu.edu.au/ci; and 
• New England Complex Systems Institute www.necsi.org. 
 
There are also several sites devoted to the application of Complexity Theory to 
organizations specifically:  
• the Complexity Research Project at the London School of Economics 
www.lse.ac.uk/lse/complex; 
• the Institute for the Study of Coherence and Emergence www.isce.org, 
and its journal site www.emergence.org; 
• the Business Process Resource Centre at the University of Warwick 
www.bprc.warwick.ac.uk; 
• BRINT (Business Researcher’s INTerests) www.brint.com; and 
• Dr Uri Merry’s site www.uri.toc.htm. 
 
METAPHOR 
Metaphor is the synthesis of several complex units into one commanding 
image; it is the expression of a complex idea, not by analysis, nor by 
direct statement, but by sudden perception [intuition] of an objective 
relation (Herbert Read in Schon 1963:4) 
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As with any organization researcher, I may be at risk of ‘… using complex 
systems ideas at the metaphorical level merely to illustrate established 
management notions’ (Abel 1999: 202); however, both myself, and managers 
familiar with the Complexity Theory of Change (see Chapters 2 & 3), have 
found the use complexity metaphors ‘…particularly insightful’ (Maguire & 
McKelvey, 1999:22).  Metaphor ‘is a way of knowing’ (Nisbet, 1968:4), ‘a way 
of thinking and a way of seeing’ (Morgan 1986:12); just as a paradigm is a 
way of knowing; as is a perspective; a worldview; a mindscape (Maruyama 
1980). 
 
Metaphor is what happens when someone gleans an insight about the nature 
of something by comparing it to a frame of reference they hold in their mind, a 
belief system, that is analogous to but not the same as the thing being 
observed / expressed.  It is the abstraction of a concept / experience to the 
point where it becomes meaningful to the individual and/or to another.  When 
this happens the individual gains understanding intuitively; not necessarily 
precise understanding as to the exact nature of the thing being observed or 
expressed, but understanding of what is meant within their own frame of 
reference, web of beliefs, or context.  With that meaning communication takes 
place and without it all the words in the world won’t help convey the message. 
 
The point I am making here is that language without metaphor is meaningless 
because metaphor is simply abstracting something to a context that makes the 
content meaningful to another, thereby allowing communication to take place.  
And as there can be no science without language then there can be no science 
without metaphor: ‘[the] processes of metaphor, … are essential processes in 
the development of new theories, scientific or otherwise’ (Schon, 1963:xi).  
Indeed, in a recent book Complexity, which recounts the founding of the Sante 
Fe Institute Studies (SFI) in the Sciences of Complexity, Waldrop (1994) 
quotes two leading scientists: firstly, physicist Doyne Farmer: ‘at heart, he 
says, science is about the telling of stories-stories that explain what the world 
is like, and how the world came to be as it is’ (318); secondly, as Nobel 
laureate Brian Arthur says:  
… prediction [control] isn’t the essence of science.  The essence of 
science is comprehension and explanation [understanding] (255) … 
‘Nonscientists tend to think that science works by deduction. … But 
actually science works mainly by metaphor. And what’s happening is that 
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the kinds of metaphor people have in mind are changing’ (327), for 
example, in ‘ history, … you can talk about ‘revolutions, even though one 
revolution might be quite different from another.  So we assign 
metaphors. … So what the SFI will do, if it studies enough complex 
systems, is to show us the kinds of patterns we might observe, and the 
kinds of metaphor that might be appropriate for systems that are moving 
and in process and complicated, rather than the metaphor of clockwork 
(334). 
 
Is metaphor just about drawing analogies or is it something more 
fundamental?  What is Boulding (1978 in Jantsch 1980:1) getting at when he 
talks of evolution as a total phenomena: ‘interconnected through the 
homology, not just the analogy, of its dynamic manifestations’ (italics added)?  
The distinction I believe he is making is the same one I wish to make here in 
defining the word metaphor, and it is derived from the biological meaning of 
the words: 
• Analogy, which describes features of organisms that are superficially 
similar but have evolved in different ways - for example, the wings of 
butterflies and birds are analogous organs; and 
• Homology, which describes things that have the same origin but have 
evolved different functions - for example, the wings of a bat, the flippers 
of a dolphin and the arms of a human are homologous organs, having 
evolved from the paired pectoral fins of a fish ancestor (Martin 1990). 
 
The importance of this distinction to this thesis is that in using the ‘whole of 
science’ as the metaphor through which to view organizations, it does so 
homologously and not analogously.  For in the emerging synthesis of science 
everything is ultimately homologous - to the ‘Big Bang’. 
 
What Lies Ahead 
Chapter 2 answers the questions that have driven this project since 1986: 
1. What, in essence, is the universe made of? 
2.  What does the universe do? 
3.  How does it do it? 
 
The answers to these questions provide the basis for the Complexity Theory of 
Change developed in chapter 2 and for the Complexity Theory of Human 
Change and the principles of Organization in chapter 3.  Chapter 4 sets out the 
background to the intervention and the organization under study.  Chapter 5 
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uses the Intiffegration process, through which the universe generates spatio-
temporal structures, as developed in chapters 2 and 3, to move action 
research a step forward as a methodology.  Chapter 5 describes how I 
approached the intervention as a result of having the schema developed in the 
previous chapters.  Chapter 6 introduces the Organization and describes the 
historical conditions that created the need for the intervention.  Chapters 7, 8 
and 9 discuss and evaluate the intervention and the research within the 
context of the methodology developed in chapter 5. 
 
20 
CHAPTER 2 COMPLEXITY THEORY OF CHANGE IN THE 
PHYSICAL AND LIFE SCIENCES 
The hierarchy of relations, from the molecular structure of carbon 
compounds to the equilibrium of species and ecological wholes, will 
perhaps be the leading idea of the future (Needham 1936 in Koestler 
1979:31). 
 
 
INTRODUCTION 
The Complexity Theory of Change outlined in this and the following chapter is 
both the conceptual schema I hold in my mind and what I teach whilst 
facilitating cultural change in organizations.  It is how I understand change to 
work.  I have found that using this theory gives people a good understanding 
of the change process as well as a sense of being a part of something much 
larger than themselves.  In my experience, when people are given a sense of 
their own participation in this larger process it helps them to take the steps 
necessary for change by ‘normalising’ the change process and reducing the 
fear associated with it.  The theory does this by pointing out how change is a 
universal constant and not just something we have to cope with from time to 
time. 
 
Below I set out the answers to the questions that provide the focus, or primary 
attractor, for the development of a Complexity Theory of Organization 
Change.  Following the answers is a version of a toy experiment that uses a 
sandpile to demonstrate the key features of a Complexity Theory of Change in 
a deliberately simplified context.  Next the structure of the sandpile and how it 
emerges is examined along with a description of the main steps of the process 
that generates the structure.  This process, that I call intiffegration, is then 
applied to the general findings of the physical and life sciences to see how it 
fits with our existing knowledge about change and the emergence of structures 
in those disciplines.  The main insights generated by the application of the 
intiffegration process to the physical and biological sciences are then reiterated 
to form the basis of the Complexity Theory of Human and Organization Change 
set out in the next chapter.  
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ANSWERS TO THE QUESTIONS 
These questions have driven this whole effort since about 1986.  There is 
nothing new about the questions – indeed, they have plagued philosophers for 
millennia – however, the answers I have arrived at to those questions form the 
basis of the theoretical and methodological approach taken to this research. 
 
1. Q. What, in essence, is the universe made of? 
A. Undifferentiated ‘pure’ energy exhibiting no structure. 
 
2. Q. What does the universe do?  
A. It generates ‘spatiotemporal structures’ (Prigogine, 1997:202) out 
of the energy. 
 
3. Q. How does it do it?   
A. Through a process of integration through differentiation, that I 
have named intiffegration. 
 
PROCESS AND STRUCTURE 
… organizations have been described for decades as consisting of 
structure and process (Parsons 1960 in McKelvey 1999:8). 
 
Although in reality all complex adaptive systems are part of the one undivided 
system which we call the universe, the answers to the above questions suggest 
that conceptually we can perceive them as consisting of two main features – 
process and structure.  As suggested by David Bohm, the explicit structures 
unfold or emerge from the enfolded implicit process, which together form the 
one ‘holomovement’ (1990:150).  The structures that emerge from the process 
constrain (Kline, 1995:78) the process by their formation and thereby 
constrain what new structures can emerge.  Hence structure constrains the 
process and the process constrains the formation of structure.  It is important, 
therefore, that the process and structure aspects be treated more like 
boundaries, or limits, of one dynamical system rather than as separate 
entities.  Any theory of organization change is going to involve an 
understanding of both the process and structure aspects of organization.  
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Constraint 
… an unaccountable number of barefoot data tell us beyond reasonable 
doubt that the principles of physics and chemistry do not determine 
either human designs or biological species; they only constrain them 
(Kline, 1995:79). 
 
When viewing the universe as a CAS, as we do here, we see it as a constrained 
rather than a strictly determined system.  When talking about CASs I prefer to 
use the word constrain which denotes ‘limits within a range of values’ rather 
than determine which means ‘to fix so that no variation is possible’ (Kline, 
1995:79). 
 
Sandpiles 
In his book How Nature Works: the Science of Self Organized Criticality 
(1997), Per Bak describes a series of experiments using sandpiles he and 
colleagues did at Brookhaven National Laboratories.  Basically the experiments 
involve pouring sand, one grain at a time, onto a hard flat surface to form a 
sandpile (see diagram 2.1 below).  The transformation of the structure-less 
sand in the hopper in part A into the structure exhibiting sandpile in part B is 
what’s called a self–organising complex adaptive system. In other words 
the sandpile structure emerges of its own accord based on properties inherent 
in each grain of sand and without any outside interference.  The sandpile is not 
a true self-organised complex adaptive system, as the flow of sand from part 
A to part B, what I call the Energy Transfer Gradient (ETG), is under 
controlled conditions.  In a true self-organising complex adaptive system 
such as a living organism, the ETG is constrained within certain limits, rather 
than controlled, by the organism itself. 
 
Initial Conditions 
In general, the slightest change in a … systems state at one time leads 
ultimately to very different evolutionary paths (Williams, 1999:211). 
 
All complex adaptive systems are deeply constrained by, or sensitively 
dependent on, their initial conditions.  Initial conditions in complex adaptive 
systems are also very difficult, if not impossible, to change once fixed.  Initial 
conditions have lasting consequences because they fix the initial state of a 
dynamical system thereby establishing its overall boundaries or context. The 
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popular statement that ‘a butterfly flapping its wings in one place may cause a 
hurricane on the other side of the world’ is a reference to the tenacity of initial 
conditions.  Tiny changes in initial conditions can have enormous consequences 
as the system runs its course, and the tiny changes become amplified over 
time through the recursive process of intiffegration. 
 
Importance of Context 
… surely one of the most fascinating results of complex systems research 
in the past 20 years is that the key quantities that characterize 
coordination in complex biological systems … are context dependent 
(Kelso 1997:8). 
 
The only thing that differentiates the sand in the sandpile from the sand in the 
hopper is its structure.  The structure is constrained by the context in which it 
emerges.  The context or environment our sandpile emerges in deeply 
constrains how the sand expresses itself or what structure emerges.  The 
initial conditions of the sandpile would include such things as: the rate of the 
ETG; the context in which the energy transfer is moving from one state to 
another (i.e. gravity, moisture, air pressure, smoothness of surface etc).  In a 
gravity free context it would be very difficult for the sandpile structure to 
emerge.   
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Diagram 2.1 CAS Sandpile 
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Cascades Sandslides and Avalanches 
Once the sand is released from the hopper, it begins to spread out on the 
table, but eventually the familiar sandpile structure starts to emerge.  As the 
simple phenomena, or local instruction, of adding one grain of sand at a time is 
repeated over and over the sand will begin to form a pile where adding more 
grains will cause some sand to gently ‘cascade’ down the side before it settles.  
As the sandpile grows further, under the addition of more grains of sand, some 
of the sand cascading down the slopes will gather momentum and larger 
‘sandslides’ will occur.  However, these larger sandslides still only affect the 
local areas of the sandpile where they happen. As the sand continues to be 
added, grain by grain, eventually a point will be reached whereby the addition 
of one more grain of sand will cause an ‘avalanche’ to occur that affects the 
whole structure of the sandpile. 
 
Three Classes of Change: Surface, Mid and Deep  
In reality each of the change events form an unbroken continuum from 
cascades to sandslides to avalanches: however, for the purposes of explication 
I have categorised them into different levels: cascades, sandslides or 
avalanches.  To allow for further generalisation of these events I am going to 
classify them as follows: changes to the sandpile, or system, at the level of 
cascades I shall call surface structure (SS), changes at the level of 
sandslides I shall call mid structure (MS) change; and changes at the level of 
avalanches I shall call deep structure (DS) change, or transformation.  It is 
important to remember that the classes of surface, mid and deep structure 
change are how I have chosen to represent the system conceptually and is not 
how the system itself behaves.   
 
Self-Organized Criticality (SOC)  
The differentiated emerging sandpile in part A easily integrates the surface 
structure cascades into its existing structure through small local changes.  The 
system is also able to integrate the cumulative effects of the surface structure 
cascades through larger mid structure changes or sandslides.  However, 
eventually the cumulative effects of the surface to mid structure changes move 
the differentiated sandpile to a state Bak (1997:51) calls the ‘self-organized 
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critical’ state (SOC).  As changes to the surface and mid structure of the 
system are contained locally they don’t alter its overall structure and therefore 
do not classify as deep structure transformations. When the sandpile becomes 
poised at the self-organized critical state the system is at the maximum level 
of instability its present structure can contain without undergoing a 
transformation that involves its entire structure just to integrate one more 
grain of sand. 
 
Self Organization 
The sandpile needs no outside agent to move it to the point of self-organized 
criticality (SOC); it gets there entirely under its own steam, through the 
increasing connectivity between individual grains of sand – the more grains in 
the pile, the more connectivity, the larger the potential avalanche.  The point 
of SOC is reached entirely as a result of repeated local effects at different 
places throughout the system.  
 
Poised at the Edge Of Chaos 
Another way of putting it is that the system, our sandpile, becomes poised 
between the states of order - exhibiting structure, and disorder - becoming 
structure-less after the avalanche.  This is where we get the popular phrase ‘at 
the edge of chaos’ introduced by Langton (1990), whereby the tiniest external 
/ environmental perturbation, such as adding one more grain of sand, can 
trigger a phase transition, or deep structure change, causing a 
transformation of the system's entire structure.  The sandpile system is always 
poised for some kind of change – surface, mid or deep – however, deep 
structure transformation happens at the edge where the forces of order and 
disorder become precisely poised. 
 
Phase Transitions 
The term phase transition is used by physicists to describe the change of state 
of a substance from one form to another.  The most common example of this is 
the changes of state of H20 as it transforms from ice (solid) to water (liquid) to 
steam (gas) as it responds to different environmental contexts – getting 
hotter.  The important aspect of the phase transition is that, no matter what 
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phase it is in - ice, water or steam – the substance, H20, remains the same.  
It's just that in different contexts H20 behaves differently.  Each phase 
transition marks a new emergent level in the hierarchy of the sandpile 
structure. 
 
Phase transitions are a widespread phenomena in nature. For example, it used 
to be thought the earth’s mantle consisted of layers of different material.  
However, it has since been shown that the material the mantle consists of, 
pyrolite, undergoes various phase transitions whereby it manifests different 
properties under different contexts (Ringwood, 1988).  As the pressure and 
temperature (context) increase as we move closer to the earth’s core, the 
pyrolite transforms into different forms capable of resisting the changing 
environmental pressures.  Another good example is the 50 phase transitions 
the undifferentiated zygote, or stem cells, undergo to transform into the 
enormously complex structure of a human being consisting of some 
10,000,000,000,000,000 cells of 256 different types (Kauffman, 1995:94).  
 
Punctuated Equilibrium  
The history of life is the story of massive removal [extinction] followed by 
differentiation within a few surviving stocks, not the conventional tale of 
steadily increasing excellence, complexity and diversity (ibid :25). 
 
Most of the changes to the sandpile in part A of our system in diagram 2.1 
occur on the surface to mid structure levels.  Only occasionally does a deep 
structure transformation ‘punctuate’ the more customary surface to mid level 
changes to the structure of the sandpile.  If the surface to mid structure 
changes are viewed as long periods of stasis, as they often are, then they 
appear to be punctuated by occasional short sharp bursts of deep structure 
transformation.  The reason the surface to mid level changes appear to be long 
periods of stasis is because they do not significantly alter the structure of the 
sandpile with each event.  And it takes a long time, at one grain at a time, for 
the local cascades and sandslides to poise the system at the state of SOC – 
where deep structure, system wide transformation occurs. 
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Hierarchy 
An almost universal feature of complex systems is that they tend to be 
organized in a hierarchical way, with elements at different levels in the 
hierarchy interacting to produce what we see as complication and 
complexity (Casti, 1994:182). 
 
As Casti notes, the feature of hierarchical emergence is ‘an almost universal 
feature of complex systems’.  The structure of the sandpile at any particular 
time is a consequence of each of the previous change events it has undergone 
to arrive at its present structure.  Each of the previous change events, 
cascades, sandslides and avalanches, is enfolded into the present sandpile in a 
hierarchical fashion.  However, the hierarchy is more like the layers of an onion 
than any great ‘chain of being’ whereby increasing complexity leads to 
increasing perfection.   
 
Deep Structure Stability / Identity Maintenance  
Through the continued addition of sand our sandpile could undergo many 
phase transitions or transformations on the deep structure level.  However, 
with each successive transformation the deep structure of the sandpile gets 
conserved.  Each successive sandpile that emerges from a phase transition 
exhibits the same basic or deep structure as the previous one but on a larger 
scale.  Provided the context, or environmental conditions, and the ETG are 
maintained within certain limits, or a certain context, the system will conserve 
its basic structure for as long as there is sand in the hopper.  
 
Scale  
We could release the sand two, three or more grains at a time but eventually a 
point would be reached where the rate of flow of the sand from the hopper to 
the sandpile would be too great for our sandpile to maintain its structure on 
the scale that it did when adding only one grain of sand at a time.  For 
example, if we were to dump sand onto our sandpile by the bucket-load its 
structure would collapse and become unsustainable due to its inability to 
maintain its structure at that rate of ETG.  We could further increase the scale 
of the sandpile experiment to the point where truckloads of sand are dumped 
off a ramp onto the ground.  Of course the ETG is greatly increased as we are 
now adding truckloads of sand rather than individual grains.  The small 
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sandpile including the table would be crushed by the first truckload of sand 
dumped off the ramp.  However, if we were to continue to add truckloads of 
sand eventually a massive sandpile structure would emerge.  In this way the 
system is able to conserve its structure on almost any scale provided the 
context or environmental conditions (ETG) remain constant. 
 
Surface Structure Vulnerability   
The surface to mid structure cascades and sandslides are a constant feature of 
the emergent sandpile as they continually alter the surface to mid structure of 
the sandpile.  In this way the surface structure is constantly vulnerable to 
small changes, and it is only occasionally that these surface to mid structure 
changes lead to deep structure transformation.  However, the surface to mid 
structure changes take place in order to preserve the deep, or basic, structure 
of the sandpile. 
 
Measurement Prediction 
Because the outcome is contingent upon specific minor events in the 
past, we must … abandon any idea of detailed long term determinism or 
predictability (Bak, 1997:32). 
 
The behaviour of the sandpile cannot be determined by the characteristics of 
the individual grains of sand, as their position in the structure is a consequence 
of previous changes and phase transitions.  It is not possible to measure the 
exact size and shape of each grain of sand and its position relative to all the 
other grains of sand.  The types of changes to the sandpile structure probably 
exhibit a power law ratio of so many surface to mid level changes for every 
deep structure change.  However, calculating which particular grain of sand is 
going to precipitate a deep structure transformation, or avalanche, is 
impossible with our current maths (Bak, 1997:32).  Despite extensive effort, 
no one has yet been able to calculate the ratio of cascades and sandslides to 
avalanches in the sandpile model.  However, by studying the power laws for 
complex systems such as large extinction events to small ones, large to small 
cities and large to small earthquakes, we can glean insights that help us better 
understand if not predict their behaviour. 
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Boundary Conditions  
Whilst the Initial Conditions fix the absolute limits or boundaries of the possible 
states the whole system can configure, the boundaries for each particular 
phase are refixed within that phase at the point of SOC.  In so doing, the initial 
conditions of that particular phase at the point of SOC fix the boundary 
conditions, or limits for change, within any particular phase the system is in.  
Therefore the boundaries only constrain what changes can emerge at each 
stage by constraining the process within certain boundaries or limits. 
 
Degrees of Freedom 
At each phase transition, as the system becomes poised at the point of SOC, 
both its History of Structural Coupling and its Context contain open degrees of 
freedom.  The sandpile itself is a dynamical system whereby the additional 
grain of sand that causes an avalanche does so by firstly causing a cascade, 
which gathers momentum and transforms into a sandslide, which in turn 
transforms into an avalanche all in the one movement.  All of these small 
change events are then enfolded into the poised state as the sandpile reaches 
the point of SOC. 
 
Homeostasis 
Another way of understanding the concept of open degrees of freedom in a 
CAS is by using the word Homeostasis in living systems, which has a similar 
meaning to constraint.  Homeostasis is the balance an organism maintains 
between its structure and that of its environment / context.  It means that an 
organism can maintain its structural integrity only within certain limits.  Within 
these limits, or boundaries, the organism can integrate the environmental 
perturbations within its present structure; outside these limits it will need to 
undergo a deep structure transformation to conserve its deep structure, or face 
structural disintegration – death.  
 
Equilibrium  
Because we have to tune the funnel to control the ETG in our toy experiment 
of the sandpile system in diagram 2.1, it is an equilibrium system.  That is, the 
system is operating under steady state linear conditions because we are 
Chapter 2 – Complexity Theory of Change in the Physical and Life Sciences - 31 
controlling its interaction with its environment by controlling the ETG.  In life 
there are no living equilibrium systems, as organisms typically have several 
ETG connections with their environment and both the living organism and the 
environment typically operate in far from equilibrium conditions.  Equilibrium 
to a living system is death.   
 
STRUCTURE 
Indeed, in principle, this structure extends over the whole universe and 
over the whole past, with implications for the whole future (Bohm, 
1990:148). 
 
 
Structural Coupling 
We speak of structural coupling whenever there is a history of recurrent 
interactions leading to the structural congruence [fit] between two (or 
more) systems (Maturana & Varela, 1987:75). 
 
Two factors constrain the emergence of the sandpile’s structure: Firstly, the 
history of ‘structural coupling’ (ibid) of each change event to its context at the 
time it happened, enfolded into the present structure of the sandpile; and 
secondly, the ETG or interaction between the differentiated structure (part A) 
and its context (part B) at the particular context it is in.  The concept of 
structural coupling was put forward by Maturana and Varela (ibid & 95) as a 
way of viewing the structure an organism brought about by the dynamic 
interaction between itself and its environment over time.  However, they also 
say that structural coupling ‘… is not a phenomenon unique to living beings.  It 
takes place in all interactions’ (ibid:96), physical or biological.  In essence, 
structural coupling describes the relationship between the structure of a 
differentiated part of a system and its undifferentiated environment or context 
over time. 
 
The important point with the concept of structural coupling is that neither the 
differentiated structure nor its environment determine, or select, the types of 
changes that occur in both.  Rather the structure of the differentiated system 
constrains what developmental pathways are open to it as it becomes poised 
at a point of SOC in response to continued environmental, or contextual, 
perturbations.  Likewise the structure of the environment, or context, 
constrains which ways it can change as a result of the continued changes it has 
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undergone during its interaction (connectivity) with the differentiated 
structure.  
 
History of Structural Coupling (HSC)  
The structure of a differentiated system is a record of its history of structural 
coupling to its context / environment.  The emergence of the sandpile 
structure is caused by a continuum of changes in its structure from small 
cascades, to larger sandslides, to system transforming avalanches.  
Collectively these changes represent the history of the system's ‘structural 
coupling’ to its environment, or context, at any stage of its emergence.  
Collectively each of these change events is enfolded into the system and 
expressed as its present explicit structure.  What gives rise to the sandpile's 
structure is the internal relationship, or connectivity, between the change 
events the sandpile has undergone that are enfolded into its present structure 
- its history of structural coupling. The sand behaves the way it does as a 
consequence of the properties of the sand itself in the context / environment it 
emerges in.   
 
PROCESS  
… life is a process, not a substance (Stewart, 1998:10). 
 
 
Intiffegration  
The primary quest of complexity research is how complex structures emerge 
from such simple beginnings.  My answer to that question is through a process 
I have called Intiffegration.  The reason I have combined the words 
differentiation and integration into intiffegration is because they are one and 
the same thing – we can’t have one without the other.  As with the process 
and structure features, differentiation and integration are two boundaries of 
the one system - differentiation integrates and integration differentiates.  One 
of the founders of the quantum theory, Neils Bohr: 
… argued that in the quantum domain the procedure by which we analyse 
classical systems into interacting parts breaks down, for whenever two 
entities combine to form a single system … the process by which they do 
this is indivisible (in Bohm, 1980:73). 
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I have decided on the word intiffegration rather than diffintegration as the 
name of the process simply because, according to the ‘standard model’ of the 
universe or ‘big bang’ theory’ (Weinberg, 1993:14), the universe was 
maximally integrated, or undifferentiated, pure energy before it differentiated 
into the various structures we find in it today.   
 
The process of intiffegration as set out below is divided into a series of steps – 
however, once again I have done so purely to help with the explanation of the 
concept of intiffegration.  It is important to understand that at all stages it is 
one indivisible system we are dealing with, and although I have chosen to 
represent that system conceptually as a series of sequential steps, to the 
system itself - the universe – there is no such division.  So as well as the 
structure and process aspects of the system being indivisible, the sequential 
ordering of the steps is also somewhat of a misnomer because, in reality, they 
all happen in concert.  However, as the purpose of this chapter and the next is 
to develop a conceptual understanding of change, both the division of the 
process and structure aspects and the sequential ordering of the steps are 
constructive. 
 
Intiffegration Process 
Union Differentiates  
(Teilhard de Chardin in Dodson, 1984:197)  
 
The process through which the universe generates spatiotemporal structures 
out of pure energy can be divided into five sequential steps:  
1. Differentiation; 2. Connectivity; 3. Emergence; 4. Reintegration; and 
5. Reiteration.  An explanation of the conceptual meaning of each of these 
steps follows immediately below.  A more functional understanding of the steps 
may be gleaned by the application of them to the general findings of the 
physical and life sciences in the next section of this chapter.  It is hoped that a 
more intuitive or implicit understanding of the holistic nature of the change 
process will emerge through the application of the theory to the methodology 
and the Intervention in later chapters. 
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Steps / Rules Of The Intiffegration Process 
 
1. Differentiation  
By differentiation I mean for something to become different from that which it 
was once the same or undifferentiated.  Differentiation happens when an 
undifferentiated system enfolds some of itself into a new differentiated system.  
In doing so the differentiated structure of the new system contains some of the 
energy and structure organised in a way that differentiates it from the 
undifferentiated system it emerged from.  The differentiated system's 
existence depends on the integration, or fit, of its structure with the 
undifferentiated system or context from which it emerged.  Differentiation can 
be on any level, for example, the micro-level whereby elementary particles 
differentiate from the undifferentiated cosmic soup of the early universe, or on 
the macro-level whereby individuals differentiate their personal identity from 
the undifferentiated identity, or culture, of a whole organization of which they 
are a part. 
 
2. Connectivity 
By connectivity I mean the amount of connections joining differentiated, or 
separate, objects.  Connectivity ranges from dense to sparse and is multi-
dimensional in that it is both between structures on the one level and within 
the structures connecting the prior levels that are enfolded into it.  The process 
of increasing connectivity is driven by the prior step of differentiation, for 
without differentiation there is nothing new to connect.  In an undifferentiated 
state a system has infinite connectivity and no differentiation (big crunch) – 
and, vice versa, a virtually completely differentiated state will have the 
maximum possible differentiation and the minimum or virtually zero 
connectivity (big chill).  
 
3. Emergence 
… the emergence of global patterns or configurations in systems of 
interacting elements is neither an oddity of isolated cases nor unique to 
[particular] systems.  In fact, it seems difficult for any densely connected 
aggregate to escape emergent properties (Varela, Thompson & Rosch, 
1996).  
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By emergence I mean the appearance of a new structure, or system, exhibiting 
new behaviours that cannot be readily inferred from the behaviour expressed 
by the systems or structures at the levels it emerged from.  The phenomenon 
of emergence is driven by the two prior steps whereby increasing 
differentiation gives rise to increasing connectivity.  The more levels and parts 
of a system there are, the more possible connections there are between them.  
Increasing connectivity between differentiating parts of a system leads to 
emergent structures of a more complex nature.   
 
4. Reintegration 
By reintegration I mean the reintegration of the new emergent structure with 
both the context, or environment, it emerges into and simultaneously with the 
prior levels enfolded into the emergent structure itself.  Reintegration is driven 
by the three prior steps: as something differentiates from an undifferentiated 
whole, the connectivity between the undifferentiated and differentiated 
increases immediately.  The connectivity between the emerging differentiated 
structures reintegrates them with the whole without which they cannot be 
sustained.  
 
5. Reiteration 
The above process of integration through differentiation – intiffegration - 
repeats over and over again, generating increasingly complex spatio-temporal 
structures.  In my work I often refer to step five as the eternal aspect of the 
universe, for as different structures may come and go, the process, it appears, 
reiterates forever. 
 
An Example of Intiffegration: Globalisation 
A good example of the process of intiffegration is the process of Globalisation.  
Globalisation is an integrative process at the global scale as the world 
economic system forces national economies, if not cultures, to integrate into 
the one Global system.  The process of Globalisation is driven by the increasing 
connectivity between differentiated parts of the planet through improved 
communications and technology.  However, as it integrates so it causes 
differentiation on the local level of the nation state.  This differentiation at the 
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local level has led to the emergence of new political alliances, such as The 
Greens and One Nation in Australia, that are differentiating themselves from 
the mainstream political parties.  The differentiation being caused at the local 
level by the integrative process of Globalisation is a worldwide phenomenon 
and not unique to Australia. 
 
Intiffegrated Emergence Of Sandpiles 
Applying the process of intiffegration to our sandpile model offers further 
insight into the process: 
 
0. Undifferentiated: The undifferentiated sand is contained in a hopper. 
 
1. Differentiation: Individual grains of sand released from the hopper, by 
controlling the rate of flow or ETG through the funnel, differentiate from 
the sand in the hopper. 
 
2. Connectivity: Continually adding individual grains of sand to the hard 
flat surface gradually increases the connectivity between the 
differentiated grains of sand, as there are increasingly more grains 
making connections in the emerging sandpile.   
 
3. Emergence: Eventually a structure, in the form of a sandpile, emerges 
as a result of the sand's history of structural coupling to its context and 
the increasing connectivity between additional grains of sand. The 
structure of the emerging sandpile is contingent upon the position of 
each grain of sand and how each is connected to the other grains of 
sand in the pile. 
 
4. Integration: The sandpile attempts to preserve its deep structural 
integrity by allowing small surface to mid structure changes to occur in 
the form of cascades and sandslides.  Eventually, however, the point of 
SOC is reached whereby the sandpile becomes poised between the 
states of maximum integrity - at precisely the same time it reaches 
maximum instability.  The system is now poised precisely between the 
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forces of integration and differentiation, whereby the slightest 
environmental perturbation, in this case a single grain of sand, will 
cause a transformation of the sandpile’s deep structure.  At this point 
the system is fully integrated with each of the preceding phase 
transitions in its structure, or history of structural coupling, but cannot 
integrate any more environmental perturbations, grains of sand, without 
transforming its deep structure. 
 
5. Reiteration: The deep structure transformation takes place as an 
avalanche alters the entire structure of the sandpile and the system 
starts over again - adding grains of sand one at a time to the now 
disintegrated sandpile.  And the process repeats itself. 
 
Poised Between Integration and Differentiation  
Using the intiffegration / diffintegration framework the sandpile becomes 
poised between the forces of integration and differentiation at the point of self-
organised criticality.  Integration integrates the surface to mid structure 
changes to the sandpile bought about by localised cascades and sandslides by 
gradually increasing the connectivity (more grains of sand connected in one 
system) and size of the sandpile, whilst maintaining its deep (overall) structure 
intact.  On the other hand, differentiation occurs when the addition of another 
grain of sand, exactly the same behaviour the system has exhibited all along, 
catalyses an avalanche that transforms the deep structure of the whole system 
and a new shape / structure begins to emerge from the now disintegrated pile 
of sand.  Although the deep structure of the sandpile is conserved at each 
phase transition, the newly emerging sandpile will have a slightly different 
shape yet still be clearly recognisable as a sandpile because no two sandpiles 
are exactly the same. 
 
INTIFFEGRATED EMERGENCE OF STRUCTURE IN THE PHYSICAL AND 
LIFE SCIENCES 
A universal set of building rules seems to guide the design of organic 
structures - from simple carbon compounds to complex cells and tissues 
(Ingber, 1998). 
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The narrative of the universe, told in the sequence of its transformations 
and in the depth of its meaning, will undoubtedly constitute the 
comprehensive context of the future (Swimme & Berry 1992:5) 
 
 
Introduction 
In this section the intiffegration process is applied to the findings of the 
physical and life sciences in order to demonstrate the universal nature of the 
process out of which structures emerge.  Although the reader might question 
the value of including this section in this work, it is important as it provides the 
basis of the introductory lecture given during the first morning of the 3 Day 
Introductory Workshop (see appendix 6).  This talk is where I establish the 
initial conditions of the Intervention, i.e. its context.  The purpose of this talk is 
to give people a sense of their own intimate connectedness with this larger 
process.  It is through making connections with the bigger picture that I begin 
the process of opening participants up to the fact that we are all deeply 
dependent on the larger context of the planet’s environment.  Once 
established, this universal context is referred to continuously throughout the 
intervention as it provides the framework that guides the steps to the 
intervention. 
 
THE EMERGENCE OF STRUCTURE IN PHYSICAL SYSTEMS 
… in a way that is much more reminiscent of how the organs constituting 
living beings are related, than it is of how parts of a machine interact … 
the interactions between different entities … constitute a single structure 
of indivisible links, so that the entire universe has to be thought of as an 
unbroken whole (Bohm, 1980:175). 
 
 
Initial Conditions: Undifferentiated & Unknown 
All things come out of the one, and the one out of all things (Heraclitus in 
Russell, 1946:59). 
 
The history of the universe is essentially a process of the ‘enfoldment’ (Bohm, 
1990:172) of the undifferentiated pure energy, released in the big bang, into 
the ever more complex, differentiated, or ’unfolded’ (ibid) structures we call 
matter.  The initial conditions of the universe, according to what 
astrophysicists refer to as the ‘Standard Model of the Universe’ or ‘Big Bang 
Theory’, was some kind of undifferentiated ‘pure energy’ (Weinberg, 1993:14-
15).  It is envisaged that this energy was in the form of a super hot, super 
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dense ‘cosmic soup’ (ibid) that may have been created in an unimaginably 
massive explosion some 15 billion years ago.  All that existed in the universe 
at this stage was undifferentiated pure energy at the maximum state of 
integration and minimum differentiation.  
 
Within the undifferentiated cosmic soup lay the potential for every 
differentiated structure, inert or active, we see in the universe today.  The laws 
of thermodynamics tell us that everything in the universe is created out of that 
energy as it passes through its perpetual phase transitions.  According to 
Einstein’s famous E=mc2 they are one and the same thing - matter is simply 
bound energy:  ‘The mass of a body is a measure of its energy content' 
(Einstein in Pais 1982:148); ‘Mass and energy are simply different 
manifestations of the same thing’ (Pagels 1992:33); that is, energy organised 
into matter or structures. 
 
Step 1: Differentiation  
The first phase transition the initial energy underwent resulted in myriad 
different types of structures, or elementary particles, differentiating from the 
undifferentiated pure energy phase. 
These particles … were continually being created out of pure energy and 
then, after short lives, being annihilated again (Weinberg, 1993:15). 
 
However, very few of these initial structures managed to survive the rapidly 
changing environmental conditions, or context, of the super heated cosmic 
soup in which they were created.  The changing environmental conditions were 
bought about by the enfolding of some of the initial energy into the new 
structures taking it out of, or differentiating it from, the undifferentiated 
cosmic soup. 
 
Forces: Expansion and Contraction 
Some of these structures, called elementary particles, enfolded into the 
fundamental forces of the universe, whilst others got selected as the basic 
constituents of all matter.  At present the physicists are attempting to 
integrate the four known fundamental forces of the universe into a single 
unified force.  However, for our purposes it will be sufficient to describe the 
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forces as simply those of expansion and contraction.  As with process and 
structure, and integration and differentiation, the forces of expansion and 
contraction form the boundaries of the one universe / system.   
 
Poised At The Edge Of The Big Bang 
At the point of SOC between the phases of pure energy and elementary 
particle formation, the moment of the big bang, the whole universe was poised 
between the states of absolutely nothing (maximum integration) and 
absolutely everything (maximum differentiation) – talk about life at the edge of 
chaos!  The forces between the states of everything and nothing were virtually 
equal to each other and were so massive that they contained the sum of all the 
forces / energy in the entire universe. 
 
Context 
In this way the initial undifferentiated energy is enfolded into these structures 
(elementary particles) with a force equal to the external forces of the initial 
undifferentiated energy trying to tear them apart – their context.  Some of 
these elementary particles were ‘selected’ out of the myriad other possible 
combinations of elementary particles (see Guth, 1997:120) due to their ability 
to resist the forces during the frenzy of activity that marked the early universe.  
However, during the initial phases of the formation of matter other elementary 
particles became ‘extinct’, except for inside physicists' particle accelerators, as 
they were not sustainable, that is, not able to sustain their structure through 
relationship (connection) with other elementary particle once the 
environmental forces subsided (changed) a fraction and the universe cooled 
and the next level of matter emerged.  The initial context of the universe was 
created by the undifferentiated energy as it began to differentiate into 
structures. 
 
Step 2: Connectivity 
… only a couple of generations ago, the atoms themselves were 
elementary particles; today, to the nuclear physicists they are complex 
systems (Simon in Eldridge, 1995:170). 
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As the connectivity, or integration, between the initial energy and the 
elementary particles was almost infinite, so then was the potential for 
differentiation, or different types of emergent structures.  So the early cosmic 
soup was like a massive quantum reactor churning out an almost infinite 
variety of different types of elementary particles.  However, most of them 
turned out to be very ‘short-lived’ (Guth, 1997:120-1), or not sustainable, as 
the initial energy became poised at the state of Self Organised Criticality 
between pure energy and elementary particles.  At the point of SOC, the 
cosmic soup could no longer sustain its undifferentiated state without 
undergoing a phase transition, or change of state, whereby certain of the 
myriad elementary particles managed to connect in groups of three and thus 
survive the transition. 
 
The enfolding of some of the initial energy into the particles and forces caused 
the environment / context to change as the differentiation of the energy into 
structures takes some of it out of the environment / context resulting in the 
cosmic soup cooling.  Because the connectivity between the elementary 
particles and the initial energy was so intense, the amount of differentiation 
between elementary particles such as quarks and pure energy is so small that 
in physics they are viewed, and actually appear, as either point-like particles or 
fields of energy.  In this way the elementary particles serve as a bridge 
connecting all matter to the pure energy phase of the universe.   
 
Step 3: Emergence  
… the very existence of atoms alters the large-scale dynamics  
of the cosmos (Liebes, Sahtouris & Swimme, 1998:15)  
 
When an elementary particle differentiates from pure energy it does not 
disassociate from it at the same time; rather the pure energy phase becomes 
enfolded within a new structure capable of resisting the forces that would tear 
it apart.  In this way, as with our sandpile model above, the initial 
undifferentiated deep structure of the universe becomes enfolded into a group 
of elementary particles the physicists call quarks.  Certain of these quarks, six 
only, then connect in groups of three emerging as the proton and neutron - the 
elementary structures of all matter in the universe.  These elementary particles 
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are the ‘stem cells’ of the universe out of which all matter / structures in the 
universe are made. 
 
Step 4: Integration – of proton and electron to form hydrogen 
… the simplest element, hydrogen, is the nucleus out of which all other 
elements [are] derived (Lima De Faria, 1995:5). 
 
As they are but an extension of the previous levels, the new structures are 
reintegrated with all the previous levels, as well as with each other and with 
the environment / context within which they emerged – if not, they are not 
sustainable.  The initial energy enfolds into elementary particles and connects 
up into sustainable combinations that emerge as protons and neutrons, that 
behave very differently than do the elementary particles of which they are 
made.  The first such sustainable structure to emerge was hydrogen ‘out of 
which all other elements [are] derived’ (ibid). 
 
Step 5: Reiteration process repeats 
… the … structure of even the most complex atoms can be viewed as a 
succession of filled levels increasing in energy, (Serway, Moses, Moyer, 
1989:236). 
 
The process repeats over and over in a periodic fashion up through the table of 
elements. 
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Diagram 2.2 Intiffegrated Emergence of Structure  
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Diagram 2.3 Structure of The Physical Universe 
 
THE EMERGENCE OF STRUCTURE IN LIVING SYSTEMS 
Life emerges as a phase transition (Kauffman, 1995:62). 
 
The phase transition to living systems is marked by an exponential increase in 
complexity due to the increasing diversity of individuated forms, or organisms, 
and their collective influence on the context / environment on which they 
depend.  Living systems have a degree more freedom than purely physical 
systems as they control the environmental perturbations they let affect their 
structural coupling.  However, most of the other aspects of the physical system 
described in the sandpile model above apply equally well to living systems. 
 
Initial Conditions: Undifferentiated & Unknown 
Darwin’s dangerous idea is that they [life forms] all exist as fruits of a 
single tree, the Tree of Life, and the processes that have produced each 
and every one of them are, at bottom, the same (Dennett, 1995:511).  
 
Interestingly, the exact circumstances of the initial conditions surrounding the 
phase transition from physical to living matter are again not known just as with 
the initial conditions of the universe.  The reason it is so difficult to determine 
what the initial conditions were is also the same as for the early universe – 
there are too many unknown variables to control in the complexity of the 
structure and its context / environment at the exact time of selection.  
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However, we now have enough knowledge about the internal chemical 
processes that may be able to kick–start life, so are able to theorise in a 
realistic way about the general type of environment of the early earth that life 
may have got started in.  
 
Step 1: Differentiation  
Nature proceeds little by little from things lifeless to animal life in such a 
way that it is impossible to determine the exact line of demarcation 
(Aristotle [see Margulis & Sagan, 1995:200]).  
 
Given the enormous variation created by the mixing of the various elements 
over enormous amounts of time in the pre-biotic chemical soup that covered 
most of the earth’s surface, myriad chemical solutions would have popped in 
and out of existence as they reacted to and mixed with each other.  Some of 
these chemical solutions began to differentiate from the rest of the 
undifferentiated chemical soup by becoming what Prigogine describes as 
autocatalytic (able to maintain themselves indefinitely) ‘dissipative structures’ 
(1980).  These are chemical structures such as ‘The famous Belosov-
Zabatinsky reaction’ (Kauffman, 1996:53) that are able to self-maintain (but 
not self-make) over time and, similarly to the elementary particle stage, are 
created in the far–from–equilibrium environmental conditions of the early 
planet.  
 
Step 2: Connectivity 
Autocatalytic chemical reactions … using different substances as recursive 
structures are thought to give rise to life (Margulis & Sagan, 1995:61). 
 
Through the now–possible (as prior there was nothing to connect) increasing 
connectivity between the differentiated dissipative structures, they eventually 
began to connect up into more complex structures.  This process continued 
until the system became poised at a state of SOC whereby the conditions (the 
fit between internal structure and external environment) were right for a new, 
more complex structure to emerge and a phase transition (or change of state) 
to take place. 
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Step 3: Emergence 
Prigogine’s theory of dissipative structures shows how complex 
biochemical systems, operating far from equilibrium, generate catalytic 
loops that lead to instabilities and can produce new structures of higher 
order (Capra, 1997:221). 
 
Through the increasing connectivity between the differentiated chemical 
structures, eventually a structure (a lipid membrane) capable of differentiating 
between its context / environment and its internal structure emerged to 
become explicit as a prokaryotic cell - the first sustainable living structure.  
With the phase transition to life, from an autocatalytic chemical system to an 
autopoetic (Varela & Maturana (1987), or self-making, living system, the 
ability to reproduce copies of the structure first emerged.  Autopoetic living 
systems have an increased ability to control their own internal structure and 
processes by constraining which environmental perturbations they will let into 
their internal structure.  
 
Step 4: Integration 
Enfolded into the prokaryotic cell is each of the successive levels from the 
initial undifferentiated energy to now, that becomes explicit in the more 
complex entity we call the prokaryote or cells without a nucleus - bacteria.  
The prokaryote is also exquisitely integrated with its environment or context 
and is sustainable over enormous periods of time (four billion years so far) and 
over large variations in environment, thus forming a very stable deep structure 
upon which all living things are based.  Prokaryotic cells are the hydrogen of 
living systems.  
 
Step 5: Reiteration 
… life: the iterative production of complex entities from a component 
whose design repeats at ever greater scales (Margulis & Sagan, 
1995:15). 
 
The process then repeats itself over again… 
 
Step 1: Differentiation  
The evolution from prokaryotes to eukaryotes was a symmetry break 
that catapulted life to a greater level of complexity and gave it different 
potentials and risks (ibid:91). 
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The undifferentiated prokaryotic cells, of which there must have been one type 
before there were many, began to be shaped and honed by the forces of 
natural selection.  As these cells were widely diffused over the planet they 
adapted to a wide range of environmental conditions – different contexts.  
Differentiating to the point whereby they began to eat and live off or depend 
on each other.  Eventually one of the ingested prokaryotes and the host 
developed a symbiotic relationship, and eukaryotic, or cells with a nucleus (the 
ingested prokarote), emerged.  Just as hydrogen and helium are the basic 
constituents of all matter, so the prokaryotic and eukaryotic cells are the basic 
constituents of all life. 
 
Step 2: Connectivity 
Just as the first protists were multicreatured cells formed by cooperative 
teams of bacteria [prokaryotes], the first multicelled creatures are 
formed as colonial cooperatives of protists (Liebes, Sahtouris & Swimme, 
1998:103)  
 
Eukaryotic cells do not survive in isolation – rather they are found in large 
colonies where connectivity is increased over enormous amounts of time.  
More complex sustainable structures emerge as a result of the increasing 
connectivity between the increasingly differentiated structures.  The increasing 
connectivity eventually allows some structures to integrate with other 
structures to form more complex sustainable structures. 
 
Step 3: Emergence 
Eventually proto-organisms emerge with certain cells taking specialised 
functions within the group of cells.  These specialised functions are basically 
sentience information processing systems with the organism.  A good example 
of this is the Slime mould.  At one stage of its life cycle, its individual cells are 
spread out over the forest floor – however, as the available food supply on the 
forest floor is depleted, the cells come together to form a slug-like creature.  
The slug’s movement is coordinated by a group of cells that convert to a 
primitive central nervous system or sentience information processor.  The slug 
moves to a new area of the forest floor, where its food supply is more 
abundant, and then sprouts a mushroom-like head that releases new individual 
cells / spores who begin feeding on the forest floor again and the cycle 
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repeats.  A whole new era of these proto-organisms, the Ediacaran era, has 
recently been discovered in the geological record (McMenamin, 1998), just 
prior to the emergence of complex multi-cellular organisms at the beginning of 
the Cambrian era. 
 
Step 4: Integration 
Eventually some organisms learn to bypass the individual cell stage and 
reproduce themselves as full copies with specialised cells adapting and 
integrating within organisms to give them a broader range of functions and 
adaptability characteristics – freedom, within the varied contexts / 
environmental conditions:  
Over time, different molecular collectives self-assembled to form the first 
structures with specialized functions – the forerunners of present-day 
organelles - which then combined with one another to create the first 
simple cells.  These cells then produced proteins that self-assembled to 
form extracellular matrix-anchoring scaffolds that, in turn, promoted self-
assembly of multicellular tissues.  Organs developed from the self-
assembly of tissues, and complex organisms arose through combination 
and progressive remodelling of different organs.  Indeed, the 
development of an embryo from a sperm and an egg recapitulates all 
these stages of self-assembly.  And … throughout all this time [4 billion 
odd years] the rules guiding the process of hierarchical self-assembly 
remained essentially unchanged (Ingber, 1998).  
 
Step 5: Reiteration 
And the so the process repeats with structures of increasing complexity 
emerging at different phase transitions. 
 
Structure of the Living Universe 
… organisms do basically two (and only two) kinds of things: they engage 
in matter-energy transfer processes, and they reproduce (Eldridge, 
1995:184). 
 
Ecologists use the word biomass to describe the matter-energy transformation 
which basically means the amount of living matter that a certain area of the 
planet (biomass per hectare), or the planet as a whole, can support.  It turns 
out that with each increase in complexity of life that evolves up the trophic 
levels, there is an increasing vulnerability for the organism seen as 
dependency on an ever-increasing area of the planet’s surface that it takes to 
support them.   
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A simplified model demonstrates this: 
• Level One consists of the bacteria that convert dead organic matter into 
nutrients and soil that are then recycled by the next level up – plants; 
• Level Two consists of the plants that convert the soil nutrients into 
fibrous matter that is then used by the next level up, the herbivores, to 
support their life processes, and detritus level feeders such as beetles 
and other insects that help break down the dead organic matter into soil 
again; 
• Level Three consists of all the herbivorous animals that convert the 
fibrous tissue of the plants into energy that supports their life processes 
and builds bone, fat and muscle tissue which in turn supports the next 
level up – the first level carnivores; 
• Level Four consists of all the carnivorous animals, with the omnivores in 
between, that convert the herbivores' meat into energy to support their 
own life processes; and 
• Level Five then consists of second level carnivores of which there is only 
one species – humans, who manage to use all of the preceding levels to 
support their life processes. 
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Diagram 2.4 Structure of The Living System 
 
Vulnerability increases the further up the trophic levels we go as the area of 
land, which is the ultimate boundary conditions of an ecosystem (its carrying 
capacity), it takes to support each level becomes exponentially greater as we 
progress up through the levels.  And although it is difficult to discern any 
substantial differences in complexity between levels 3 and 4, there is a general 
trend towards increasing complexity as we proceed up through the levels.  This 
increasing complexity tends to be at the price of increasing vulnerability in the 
realm of living systems as much as it is in the purely physical systems.  In the 
living realm this vulnerability appears to be a result of the exponential increase 
in the land area it takes to support organisms as we move up through the 
levels.  A compensating factor to this increasing vulnerability at the surface 
structure levels of the Gaian ecosystem is the apparent increasing ‘intelligence’ 
(the ability to process sentience) of the more complex organisms. 
 
Deep Structure Stability (DSS) & Surface Structure Vulnerability (SSV) 
Bacteria, in particular, tend to be ubiquitous and to live under extreme 
conditions.  And they are usually very difficult to kill (Raup, 1991:188). 
 
Upper trophic level vulnerability is highlighted by the evidence in the fossil 
record during the periods of mass extinction, such as the one that ended the 
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Permian period where potentially up to 96% of all species may have been 
wiped out (Raup, 1979 [see Raup, 1991:86]).  In such an extinction event it 
would be unlikely that any species on the upper trophic levels would have 
survived, but life for many of the bacteria inhabiting level 1, especially the 
primitive archeabacteria that evolved in the anaerobic, pre-photosynthetic, hot 
/ cold, salty environment of the early earth, would thrive in such conditions as 
are envisaged to follow a large meteorite impact on the earth.  I am not 
suggesting here that extinction is selective in any specific way; for example, 
Raup (1991:101) shows that during smaller extinction events, which all other 
known events are, such as the one that ended the Cretaceous period, species 
get wiped out due to such things as adaptive speciality that make them 
particularly vulnerable to the changes in environmental conditions that bought 
about that particular extinction, as well as such things as geographical location 
and habitat niche. 
 
In this sense it would be difficult to claim any difference to the average 
extinction event between species occupying trophic levels 3 & 4.  Level 5 
presents a slightly different case as some, probably rich humans (who have 
existed as the species Homo sapiens for about 100,000 years) may be able to 
build shelters and avoid the worst of the effects of the extinction event's 
immediate ramifications – however, as it can takes up to 50 - 100 million years 
for life to recover any sense of ‘normalcy’ after such an event, it is difficult to 
see how those sheltered humans could make it in the longer term.  However, 
what I am saying is that again there is a very broad general pattern that 
suggests that the less complex organisms that dwell in the deep structure of 
the Gaian ecosystem are both far simpler and much more resilient than the 
more surface structure, complex organisms that inhabit the upper trophic 
levels.  Indeed, it appears, given our present understanding of how life 
emerged, that even if the tough archeabacteria were wiped out that some kind 
of life would probably emerge out of the chemical processes near deep ocean 
vents and in the hot environment within the earth’s mantle.  Whether or not 
that life form would then go on and succeed to build a Gaian ecosystem 
capable of supporting the rich diversity of life, including humans, that we 
witness today, would be the question. 
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Fractal Nature of The Intiffegration Schema 
A fractal is a pattern that repeats the same design and detail or definition 
over a broad range of scale.  Any piece of a fractal appears the same as 
we repeatedly magnify it (Williams, 1999:237). 
 
The intiffegration process is fractal as we can magnify it or reduce it and apply 
it repeatedly to different levels of the system.  It doesn’t really matter what 
level we investigate the universe from, the schema works like a fractal lens 
that can be tuned to any level of the system / universe we care to investigate. 
 
DATA COMPRESSION 
Thus the essence of evolution is the capacity to evolve [change] rather 
than the survival of the individual [stability] (Campbell, 1987). 
 
It can be seen through the discussion so far that change is the constant and 
stability is always transient.  The evolution of living systems is about change 
not survival (stability) because no structure lasts indefinitely in the form it first 
emerges.  Indeed, emergent structures, paradoxically, must change in order to 
maintain their deep structure intact.  If an emergent structure cannot integrate 
with the context in which it emerges – i.e. adapt to the pressures of natural 
selection, whilst remaining congruent with its HSC – then it is not sustainable.  
Change can appear as stasis, but the stasis is always relative to periods of 
deep structure transformation, which make periods of relatively small change 
appear as stability.  Change events can be classified into three types: surface, 
mid and deep structure – however, we can’t predict both the size of the change 
event and the frequency, as they are negatively correlated.  However, it is 
hoped that by understanding the change process better, we can influence the 
change event the system is poised at to move it in a direction we want.  
 
We now move on to develop the Complexity Theory of Change in the Human 
Sciences, utilising the key insights generated through examining the change 
process in the physical and life sciences. 
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CHAPTER 3 TOWARD A COMPLEXITY THEORY OF 
HUMAN AND ORGANIZATION CHANGE 
The scientists have arrived at detailed accounts of the cosmos, but have 
ignored the human dimension of the universe … as if the human were 
something separate from or an addendum to the story of the Earth and 
the Universe.  In this context we have fractured our educational system 
into its scientific and its humanistic aspects, as though these were 
somehow independent of each other (Swimme & Berry 1992:1). 
 
 
 
INTRODUCTION 
Implicate in humans in an unbroken whole is every phase from the big bang to 
the present.  Human beings are as dependent on elementary particles, 
autocatalysis and autopoeisis, prokaryotes and eukaryotes as we are on food, 
water and shelter for our survival.  Humans are completely dependent on the 
initial energy enfolded into our deep structures and every phase transition that 
energy has been through right up to this present moment, without which it 
would not be possible to sustain the human organism.  Indeed, if we were to 
remove any of the phases enfolded into the history of structural coupling of the 
human being, the human being would disintegrate.  It is all the levels of the 
universe enfolded into the human structure at each phase transition operating 
in concert that gives rise to human nature.  In this sense the big bang didn’t 
happen in some far off place long ago that is now over and done with and 
doesn’t really affect us much; on the contrary, it happened right here within 
each of us and within all the confines of the universe.  We are the big bang 
embodied and it is still happening now. 
 
Any theory of organization change must be based on some kind of theory of 
the change process within the human being.  In this chapter the key insights 
into the change process gleaned from the Physical and Life Sciences in chapter 
2 are applied to the main findings of the Human Sciences. The primary areas 
of interest in the Human Sciences are Developmental Psychology and 
Organization Studies.  The regularities discerned between the disciplines are 
then used to develop the principles of organization change. 
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TOWARD AN INTIFFEGRATED / COMPLEXITY THEORY OF HUMAN 
DEVELOPMENT 
Just as every psychological theory demands a theory of learning, so 
every cultural theory demands a theory of change/development, growth, 
readjustment to environmental changes and catastrophes (Bohannan, 
1995:93) 
 
Psychological Development  
The word psychology comes from the Latin Psyche, which means spirit or soul; 
the discipline of psychology therefore is the study of the essence of human 
nature.  There are many different approaches to the investigation of the 
psychological nature of being human; however, the focus here is on the 
processes specifically involved in development and change or growth.  In the 
psychological development literature, adult and child development are 
separated into different subjects as if the two ‘were somehow independent of 
each other’.  However, as ‘The nature of the development process is basically 
the same in the adult as in the child’ (Colarusso & Nemiroff, 1987:61), from 
here on we shall treat them as the same. 
 
Development Theories  
The main psychological development theories are: Freud’s Psychoanalytic 
Theory; Behaviourism and Social Learning Theory; Piaget’s Cognitive 
Development Theory; Information Processing Theory; Ethology; Ecological 
Systems Theory; and Vygotsky’s Sociocultural Theory.  Of these theories 
Freud’s Psychoanalytic Theory and Piaget’s Cognitive Development Theory are 
the most influential; however, Ecological Systems Theory is currently at the 
forefront of the field.  Adult development is not as well researched as that of 
child development, therefore there is not as wide a group of theories.  The 
study of adult development was instigated by the founding father of 
psychoanalysis Sigmund Freud (1856–1939).  Freud’s early disciple Carl Jung 
(1875–1961) was ‘the first to write extensively on the second half of life’ 
(Colarusso & Nemiroff, 1987:23).  The first person to develop a theory ‘of how 
an individual develops throughout the life cycle’ (ibid:27) was another 
psychoanalyst, Erik Erikson, whose early mentor was Freud’s daughter Anna.  
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Linear vs Non-Linear Development 
The endemic nature of the conflict over the linear / non–linear nature of the 
universe across the disciplines is obvious in Berk (1994), where she lists the 
three basic issues of child development as: ‘Organismic versus mechanistic 
child; Continuous versus discontinuous development; and Nature verses 
nurture’ (4).  Of the seven theories of child development listed above only two 
suggest that the process is discontinuous (non–linear), whilst three see it as 
continuous and linear, with one viewing it as a mixture of both and one not 
specifying either.  On the other hand, five of the seven see child development 
as organismic, and only one sees it as mechanistic, with one viewing it as a 
mixture of both.  As the Complexity theory of change being developed here 
assumes that the intiffegration process is the same across the Physical, Life 
and Human sciences, with different levels of structural complexity emerging in 
different contexts, it favours the non-linear view of the process of child 
development.   
 
The question is really whether or not we humans are constructs of a linear or 
non-linear universe and if the latter, as is now widely believed, then how can a 
non-linear Complex Adaptive System such as this universe give birth to a child 
that develops linearly? 
 
Punctuated Equilibrium in Human Growth  
This non–linear phased growth pattern has also recently been discovered in the 
physical growth of human children as well as in cells, in bones and in the 
developing embryo.  It used to be thought that children grow in a steady linear 
fashion, gradually increasing in height and weight throughout the course of a 
year; however, it has recently been shown (Lampl, Veldhuis & Johnson, 
1992:801-803) that this is not the case and is a result of the measurements 
being taken quarterly over the course of years.  In their study, Lampl, Veldhuis 
and Johnson measured the growth of infants on a daily basis and found that ‘… 
human length growth during the first 2 years occurs during short (≤24 hours) 
intervals that punctuate a background of stasis’ (802).   
 
Indeed: 
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Daily measurements documented length increments from 0.5 to 1.65 cm 
(23 of 28 ranging from 0.8 to 1.65 in ≤24 hours) separated by 2 to 28 
days of stasis (ibid). 
 
Interestingly, the growth measured during these rapid ‘spurts’ accounted for all 
of the growth of the infants, indicating that growth takes place in no other 
fashion. The study also identified where this same pattern of growth has been 
observed in vitro cell cultures and cell growth in general as well as head 
circumference (bone growth). 
 
Staged Hierarchical Development  
Freud’s Psychoanalytic Theory is based on a staged approach to psychological 
growth and development called Maturational Emergence: 
There is an expected sequence of emerging functions in the psychic 
apparatus leading to progressively differentiated structures of hierarchical 
organization (Abrams, 1978:388-389 [see Calarosso & Nemiroff:21]). 
 
Piaget’s Cognitive Development Theory also sees the child’s development as a 
non–linear process that evolves through distinct stages.  The father of adult 
development and the originator of the whole of life cycle, Erik Erikson (1902–
1944), also viewed human development as progressing though a series of 
stages / crises.  
 
Constrained Biological Deep Structure 
… the sequence, the functions, and the structures [of psychological 
development] are rooted in biological sources (Abrams, 1978:388-389 
[see Calarosso & Nemiroff:21]). 
 
Freud was the first to emphasise the deep structure biological basis of human 
development through the marriage of biology and psychology in his work.  
Whilst Piaget, who trained as a biologist, ‘… did not believe that [the] stages 
are wired into the genetic code, but by children themselves, he did discuss the 
construction process in terms of biological tendencies’ (Crain, 2000:113).  With 
the influence of Ecological Systems Theory and Ethology, the stages of human 
development are viewed by most as being triggered by an epigenetic, or 
internal game plan, that unfolds as the individual matures.  Thus we can say 
that the stages of human psychological development are constrained by the 
deep structure biological basis, or HSC, of the organism from which it emerges. 
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Initial Conditions 
Freud’s staged oral, anal, phallic, latent and genital model of childhood 
development pointed to the now well understood effects of early childhood 
experiences on the various stages of adult life.  Each human personality is 
deeply constrained, and sensitively dependent on, the influence of the first 
years of life. 
 
Importance of Context  
We can understand human behaviour only by considering its environment 
of adaptedness, the environment [context] in which it evolved (Bowlby, 
1982:58). 
 
Although Freud was the first to emphasise the ‘basic interdependence of 
organism and environment’ (Colarusso & Nemiroff, 1987:21), his concept of 
the environment was limited to ‘life’s psychological experiences’ (ibid). Piaget’s 
Cognitive Development Theory, in stark contrast to the Behaviourists such as 
Pavlov and Skinner, was the first to view children as active participants in their 
learning and development – a differentiated system within a system.  And 
Ecological Systems Theory which: 
views the child as developing within a complex system of relationships 
affected by multiple levels of the surrounding environment [and] that the 
environment is not a static force that affects children in a uniform way. 
Instead it is dynamic and ever changing (Berk, 1994:25-27). 
 
Energy Transfer Gradient (ETG) 
From Abraham Maslow’s hierarchy of need (1954) comes the notion that basic 
survival needs such as food, water, shelter and care come before self-
actualisation needs.  So, of course, the basic biological needs must be met or 
self-actualisation, or psychological development, gets interrupted as the 
human psychology emerges from the human body.  If basic needs are met 
then the quality of care from the primary caregiver, and the quality of the 
emerging context of the child’s wider family and world, form the boundaries 
within which the maturing individual’s psychology develops.  Special care 
needs the be taken at the various touchpoints, or critical periods, of the child’s 
development, as negative contexts at the critical periods can lock in future 
negative behavioural responses.  All we can say is that a generally supportive 
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and stimulating environment, or ETG, is conducive to positive development of 
the human psyche.   
 
History of Structural Coupling  
Ethology, originally developed by zoologists Konrad Lorenz and Niko Tinbergen, 
focuses on the ‘adaptive … value of behaviour and its evolutionary history’ 
(Berk, 1994:24), or HSC.   
 
Forces (syntonic / dystonic) 
Developmentally, it suggests a dialectic dynamics, in that the final 
strength postulated could not emerge without either of the contending 
qualities; yet to assure growth, the syntonic, the one intent on 
adaptation, must absorb the dystonic.  If hope is the first and 
fundamental human strength, emerging from Primal Trust versus Primal 
Mistrust, it is clear that the human infant must experience a goodly 
measure of mistrust in order to learn trust discerningly, and that there 
would be neither conviction nor efficacy in an overall hopefulness without 
a (conscious and unconscious) struggle with a persistent temptation to 
succumb to hopelessness (Erikson, 1978:26). 
 
Freud also pointed out the essentially dialectical nature of human growth and 
development: ‘There are both ‘push’ and ‘pull’ in development’ (Colarusso & 
Nemiroff, 1987:22).  ‘Push’ driven by a biologically unfolding stimuli to grow 
and develop and ‘‘pull’ back, or regress, toward already achieved levels of 
development’ (ibid) in order to integrate the new experience.  Just as with the 
sandpile in chapter 2, it is the dynamic tension between the opposing forces of 
integration (pull) and differentiation (push) from which new psychological 
structures emerge. 
 
SOC - Poised 
Sensitive Period: A time span that is optimal for certain capacities to 
emerge and in which the individual is especially responsive to 
environmental influences (Berk, 1994:25). 
 
From Ethology comes the concept of a critical period during which ‘the child is 
biologically prepared to acquire certain adaptive behaviours but needs the 
support of an appropriately stimulating environment’ (Berk, 1994:24) to elicit 
them.  The Ethologist’s concept of a critical period has been modified to one of 
a ‘sensitive period’ by child psychologists, as their data confirmed that there 
are indeed critical periods of development that if missed make it difficult, if not 
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impossible, to induce the learning or deep structure change / transformation in 
behaviour later on.   
 
Punctuated Equilibrium 
The universe itself is governed by a periodicity which has repercussions 
on human life, with stages and transitions, movements forward, and 
periods of relative inactivity (Van Gennup, 1908, 1960:3). 
 
Erikson’s model of adult development as set out in Childhood and Society 
(1963) was based on the concept of an epigenetic or internal / implicit ‘game 
plan’ that gets played out, or unfolds, through a series of crisis / opportunities 
(phase transitions) that present themselves through a series of critical steps, 
or crises, that occur periodically throughout the life cycle.   
The life structure is not static nor does it change in unpredictable ways; it 
evolves in a systematic, sequential alternation of stable and transitional 
periods (Colarusso & Nemiroff, 1987:37). 
 
All of the staged development theories have periods of relative inactivity, or 
periods of surface to mid-level change, occasionally punctuated by periods of 
deep structure transformation.   
 
Reiteration / Integration 
The reiterative nature of the life cycle is manifest in how at the transition point 
(SOC) at each stage of the life cycle, unresolved emotional issues from 
previous stages present themselves again for acceptance and integration often, 
as with the midlife transition or crises, in an acute and overwhelming fashion 
as several uncompleted stages present at once.  For example, if the basic life 
issue of Erikson’s first phase (see diagram 3.1 below) – Trust versus Mistrust, 
from which the virtue of hope emerges if the stage is successfully negotiated 
and hopelessness if not – is not resolved at the first crisis / transition, it will 
continue to represent for integration at future stages as a conjunct to the main 
issue being negotiated at that stage.  It is in the acceptance and integration of 
these earlier, unresolved / unintegrated childhood / young adult issues 
throughout the midlife that give rise to generativity and integrity in old age 
whereas failure to do so usually leads to self-absorption and despair.   
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Phase Transitions 
As we have seen, the universe, from which humans emerged, has evolved 
through a process of 'phase transitions', moving rapidly from one form to 
another in a transformative fashion as the universe cooled and the initial 
energy became embodied / implicit in matter.  The evolution of the human 
psyche is punctuated with various deep structure transformations throughout 
its evolution.  Perhaps the most extraordinary cluster of phase transitions of all 
living systems is the transformation of a single cell into the enormously 
complex structure of the human being.   
 
Interestingly, the series of 50 phase transitions is started by the union, or 
integration of two prokaryotic cells (cells without a nucleus).  At conception, 
one prokaryotic cell, the ovum, ingests another prokaryotic cell, the sperm, to 
form a ‘symbiotic’ relationship as one eukaryotic cell, the zygote.  This 
eukaryotic cell then begins differentiating into other cells, which then reconnect 
in a new context and the foetus emerges.  The 50 deep structure phase 
transitions ultimately transform the HSC enfolded into the genes of the 
gamates, the sperm and egg cells, into the 10,000,000,000,000,000 cells, 
consisting of 256 different types, specialised for different functions such as 
bone, liver, blood, gut and brain cells that in concert manifest as the human 
being.   
 
Importance of Context 
Interestingly, it has been found that all the different cell types share exactly 
the same DNA (deep structure); it's just that the DNA expresses itself 
differently in different contexts: 
The growing awareness that all cells in a multicelled organism have the 
same set of genes has led to what might be called the central dogma of 
developmental biology: cells differ because different genes [structures] are 
active in the different cell types [contexts] (Kauffman, 1996:95).  
 
 
Psychological Phase Transitions (Touchpoints) 
It should therefore come as no surprise that the process of psychological 
growth in humans, a product of this evolution, is also punctuated by so called 
'phase transitions'.  The eminent paediatrician T Berry Brazleton (1993) has 
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studied this phenomenon in children in some detail, and calls the periods of 
rapid growth 'touchpoints'.  Touchpoints mark points of SOC in a child's growth 
and development that are usually accompanied by a period of intense 
vulnerability, often with regressive (to an earlier level of their HSC) behaviour, 
that are followed by rapid periods or ‘spurts’ of growth and development.  This 
process is analogous to the way cells divide and grow at the individual level, 
whereby the cell begins to stretch and just before it divides it ‘freezes’ all of its 
internal component functions then divides, creating two cells, before resuming 
normal functioning. 
 
Diagram 3.1 Touchpoints 
 
 
The vulnerability is caused by the breaking down of the old identity to allow for 
the formation of the new identity.  The only other way of getting from the 'old' 
to the 'new' is through the denial of the old self and pretence of a new self.  
The reason for the regression is the vulnerability created by the breaking down 
This image cannot currently be displayed.
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of the latest stage of the psychological structure in order for it to reassemble 
as the newly emerging level.  The breaking down of the old, just completed, 
structure makes us vulnerable, without a clear psychological structure to 
identify with; hence we will regress to earlier deep structures that withstand 
the changes going on at the surface structure better, rather than live in the 
identity diffusion of the transition state. 
 
Deep Structure Stability / Surface Structure Vulnerability 
I believe that issues of the soul can barely be changed by psychotherapy 
or by drugs.  Problems and behaviour patterns somewhere between soul 
and surface can be changed somewhat.  Surface problems can be 
changed easily, even cured.  What is changeable, by therapy or drugs, I 
want to speculate, varies with the depth of the problem (Seligman, 
1994:245). 
 
Seligman, along with Freud, Jung and other psychologists, have come to 
understand the constraining nature of the deep structure of the human 
organism from their work assisting people to change unpleasant behavioural 
patterns. Their work is consistent with a regularity appearing across all levels 
of the Complexity Theory being developed here. This suggests that the deeper 
we go into our biological and physical make-ups – as we have seen, right back 
to the initial energy and elementary particles that form the basis of the 
structure of the atomic building blocks of the chemicals that compose our cells 
– the more difficult it is to change (that is, the more energy is required in order 
to change). 
 
Structure of Change 
Seligman (1994:244) lists the major psychological disorders prevalent today in 
order from most easily changeable with drugs or psychotherapies, such as 
Panic and Phobias that are curable, to what he regards as the unchangeable 
such as Sexual Orientation and Sexual Identity.  Some of the intermediate 
disorders that Mild / Moderate Relief is available for are Obsessive-Compulsive 
Disorder, Anger and Everyday Anxiety.  In diagram 3.3 below, Seligman’s list 
is structured from the surface to the deep, identifying the changeability of 
some common human psychological disorders.  Seligman’s findings are 
consistent with the Complexity Theory of Change, as the deeper the disorder's 
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roots are in the biological nature of the organism, the more difficult it is to 
change. 
 
Diagram 3.2 Depth of Change (After Seligman, (1994:244) 
    Surface Structure 
 Panic Curable 
 Specific Phobias Almost Curable 
 Sexual Dysfunctions Marked relief 
 Social Phobia Moderate Relief 
 Agoraphobia Moderate Relief 
 Depression Moderate Relief 
 Sex Role Moderate Change 
 Obsessive-Compulsive Disorder Moderate/Mild Relief 
 Sexual Preferences Moderate/Mild Change 
 Anger Mild/Moderate Relief 
 Everyday Anxiety Mild/Moderate Relief 
 Alcoholism Mild relief 
 Overweight Temporary Change 
 Post Traumatic Stress Disorder Marginal Relief 
 Sexual Orientation Probably Unchangeable 
 Sexual Identity Unchangeable 
    Deep Structure 
 
We can see through Seligman’s research the three classifications of change in 
the context of the human sciences.  It shows a continuum of change similar 
the sandpile model in chapter 2 that he classifies from unchangeable (DS), 
through moderate to mild change / relief (MS), to curable / changeable (SS). 
 
MIND 
In the emerging theory of living systems mind is not a thing, but a 
process.  It is cognition, the process of knowing, and it is identified with 
the process of life itself. (Capra, 1997:257). 
 
At present there are no generally agreed upon theories of mind.  John Searle 
(1998) reviews six theories in his book The Mystery of Consciousness, but 
agreement at this stage is probably premature anyway for such a young 
discipline as cognitive science.  Some of the theories of mind see it first 
emerging with the appearance of human beings, others see it emerging with 
mammals: for example, Edelman (1992) sees mind as ‘emerging only at 
particular times during evolution and rather late at that’ (41); yet others view:  
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Mind and body, perceiving and living, [as] equally self-referring, self-
reflexive processes already present in the earliest bacteria (Margulis & 
Sagan, 1995:32). 
 
As the complexity theory of human nature being developed here is primarily 
interested in the patterns across the physical, life and human sciences, it 
utilises what is known as the Santiago Theory of Mind.  The Santiago Theory 
was developed independently and at the same time by Gregory Bateson and 
Humberto Maturana.  The Santiago Theory of Mind sees mind as the basic 
process common to all life: 
Living systems are cognitive systems, and living as a process is a process 
of cognition.  This statement is valid for all organisms, with and without a 
nervous system (Maturana in Capra, 1997:97) 
 
The process of intiffegration mimics the basic process of mind as it is and 
although I am not, at this stage, claiming it is exactly how the process of mind 
works, it works through a very similar set of steps. 
 
Constrained Mind (psychology)  
Most neuro and cognitive scientists agree with the philosopher John Locke, 
whose position was that ‘… there is nothing in consciousness that is not an 
analog of something that was in behaviour first’ (in Jaynes, 1993:66).  I and 
they would also agree with Damasio when he says:  
… that the body, as represented in the brain, may constitute the 
indispensable frame of reference for the neural processes that we 
experience as the mind … The mind had to be first about the body, or it 
could not have been’ (1994:xvi). 
 
The mind of a human being emerges out of its physiology: it is constrained in 
how it can develop by the genes which constrict the number of temperaments 
of which there are only four or five basic types (Bowles, 1990:389; Hofstede, 
Bond & Luk, 1993:25).  The different relationships between the organs of the 
four or five basic human body types then give rise to a basic personality.  This 
emergent deep structure personality is then honed and shaped by the different 
parental, familial and peer group contexts it experiences on the more surface 
structure levels, eventually becoming differentiated from that (family or 
context) from which it emerged. 
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Language 
Symbolic representation processes have added a new level to this 
evolution like process. Their power of condensing representational 
relationships, and extended flights of virtual reference, creates a whole 
new landscape in which the evolutionary process of mind can wander 
(Deacon, 1997:485-9). 
 
No discussion of mind in humans is complete without at least mentioning 
language, as it is the emergence of language, and the use of symbols, that has 
given us the extraordinary power to run the process of mind abstractly for our 
own purposes.  Language is the emergence of the explicit ability to 
communicate abstractly, the basis of human perception and judgement, 
thereby differentiating the process of mind itself through the lens of a schema.  
The cells that we humans are constructed of have been communicating with 
each other for billions of years; the ability to be able to communicate 
abstractly emerged from processes already implicit as cognitive mechanisms in 
the most complex system we know of - the human brain:  
… the selection process governs … the complex circuits responsible for 
higher functions, such as language  and problem solving, and that, 
indeed, these were built into the brain as the result of millions of years of 
evolution (Gazzaniga, 1994:5).   
 
 
Deep Structure Stability (processing systems) and Surface Structure 
Vulnerability (behaviour) 
What Gazzaniga is getting at is that the Deep Structure cognitive mechanisms, 
that neuroscience agrees are present in the brain as specific processing 
systems, such as those used for language and problem solving, are what 
evolves - not behaviour.  The more Surface Structure behaviour is then free to 
remain flexible and culturally adaptable, by not becoming locked in or implicit 
in the organism, thereby allowing for a wide range of varying behavioural 
responses, culturally adapted, to different environmental, contextual or cultural 
challenges.   
 
As Pinker has observed: ‘Language is not a cultural artefact that we learn the 
way we learn to tell the time … it is a distinct piece of the biological makeup of 
our brains … people know how to talk in more or less the sense that spiders 
know how to spin webs’ (1994:18).  Language is simply the emergence of an 
abstract cognitive mechanism, a specific information processing system, that 
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emerged hardwired, or implicit, in the human organism.  The evidence is based 
on the finding that our primate forebears possess similar cognitive mechanism 
in their brains.  Language could emerge from hardwired implicit mechanisms 
because it has obvious advantages that allow a greater flexibility of 
behavioural responses to environmental perturbations / challenges.  And when 
viewing the essence of evolution as change, language, if nothing else, has 
allowed humans to accelerate the pace of change in many areas of our 
environment to our advantage - however short term that may prove to be.  
 
As Deacon confirms: 
By internalizing much of the physical trial and error, and even 
internalizing abstract models of physical processes that can be 
extrapolated to their possible and impossible extremes, we are capable of 
what genetic evolution is not: forethought. Representational processes 
are the substrate for ‘final causality,’ that everyday use of imagined ends 
to guide the selection of present means.  Symbolic processes have freed 
this process from the bounds of the immediate present and possible 
(1997:458-9). 
 
Humans, the animals with the ability to use mind abstractly, can sort through 
vast amounts of ‘environmental’ data searching for regularities, mapping the 
patterns in order to better exploit our environment.  Just as the earliest 
prokaryotes (bacteria) did in a much simpler way:  ‘Mind and body, perceiving 
and living, are equally self–referring, self-reflexive processes already present 
in the earliest bacteria’ (Margulis & Sagan, 1995:32).   
 
Identity Maintenance 
It is the human deep structure, or our growing sense of self, that part of us 
that stays familiar throughout the changes and gets interrupted through 
repeatedly bad contexts, that we attempt to preserve.  In this way the 
organism will work to preserve the early, initial contexts (DS) be they good or 
bad as behavioural responses to their present context.  The self can be said to 
be that which emerges through the phases unscathed and built upon by the 
successful negotiation of the stages.  The sense of self is generated by the 
familiarity of the DS of our metabolism as:   
The central characteristic of an autopoietic system is that it undergoes 
continual structural changes while preserving its web-like pattern of 
organization [connectivity] Capra, 1997:213). 
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Self then works to preserve the DS context of learned behaviour that it 
identifies, or becomes one, with. 
 
To survive means to maintain our basic personality, which paradoxically may 
take great change to our identities over the length of a life cycle in order to 
come to terms with our personality.  Just as the sandpile attempts to preserve 
its deep structure at each phase transition, so does the human being.  Indeed, 
the deep structures of both are preserved by the surface to mid level changes 
we experience all the time.  So we can say that the basic paradox of life is 
that: we must constantly change in order to maintain our sense of self. 
 
INTIFFEGRATED EMERGENCE OF HUMAN IDENTITY 
The process whereby the psychological structures from which human identity 
emerge is the same at each and every stage of development.  Once again the 
process is the same, and only the structures change in order to deal with each 
new context as they arise.  This section sets out the five main stages of the 
process that the human identity intiffegrates through on its way to full 
maturity / differentiation.  The intiffegrated emergence of human identity set 
out below suggests that the development of the human psyche is a process of 
differentiation of mind itself, something no other organism has yet achieved.  
Each level of identification represents a level of growth that the Jungians would 
describe as 'the self–defining, self-differentiation process [of] individuation' 
(Peck, 1993:22-3). 
 
0. Undifferentiated: From Attachment Theory developed by John Bowlby 
(1907–1990), we know that from conception to about six months of age 
the developing infant has no sense of its own identity as a separate being.  
During this period the infant has not yet differentiated itself in its own 
mind from that which it is undifferentiated from - the mother, or after 
birth, its main carer.  During this period, and especially in the first three 
months, the baby will respond in pretty much the same way to anybody.   
 
1. Differentiation: Between three to six months of age the baby will narrow 
their ‘responsiveness to familiar people … and one in particular’, usually 
 
Chapter 3 – Toward a Complexity Theory of Human and Organization Change - 68 
the mother but it can be the father or the main caregiver (Bowlby, 
1982:306-316).  By about six months of age the baby will cry out if the 
mother leaves the room, clearly signalling that it is now aware that it is a 
separate being completely dependent on the care of a significant other.  
This foundational psychological structure building phase is represented by 
what I refer to (see Appendix 6:77) as the separation of self from other.  
This phase fixes the initial conditions, just like the elementary particle 
phase in chapter 2, of the deep structure of the human psychology and is 
believed to be worked out between the boundaries of trust on one side 
and mistrust on the other from which the virtues of hope / hopelessness 
emerge.   
 
 The conditions present in this first context enfold with the infant's own 
physiology, to form the primary way humans relate to the world: 
For the first component of a healthy personality I nominate a sense of 
basic trust, which I think is an attitude toward oneself and the world 
derived from the first year of life (Erikson, 1959, 1994:57).  
 
 Therefore establishing basic trust with their initial context or 
environment is the first level of differentiation in the emergence of the 
human identity.  Importantly, the infant is not yet able to discriminate 
good from bad caring and will attach systonically to a deficit caregiver 
(context) equally as much as a positive one.  
 
2. Connectivity: As the infant identifies with its primary caregiver, it 
connects with them on the very deepest levels of the emerging psyche.  
Lorenz (1952 in Berk, 1994:24) called this phenomenon ‘imprinting’.  
Such imprinting during critical periods has been found to be 
unchangeable later on because the organism works to preserve its deep 
structure whatever that may be.  
 
3. Emergence: Through the first two steps of differentiation and 
connection, a separate identity begins to emerge.  The emerging identity 
may share many of the basic constituents of the parents; however, the 
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context it finds itself in may vary greatly from that of each of the 
parents at similar stages. 
 
4. Reintegration: The growing baby is by this stage reintegrating itself 
with its HSC and with its emerging context as a separate identity.   
 
5. Reiteration: This process then repeats through the five main levels 
outlined below. 
 
Five Phases of Identification 
Other theories of the staged process of differentiation or identification, such as 
Erickson’s ‘radius of significant relationships' (1982:31), has ten levels or 
phases of development.  In contrast, Urie Bronfenbrenner’s (1989) Ecological 
Systems Theory has only four phases.  The version set out below consists of 
five main phases of identity formation (see diagram 3.3 below), that I have 
found very useful in my work as a change agent (see appendix 6:76-77). 
 
1.  SELF (the first structure) 
During this phase, which takes place between conception to about six 
months of age, the infant is psychologically undifferentiated from its 
mother, or mothering one, and has no awareness that it is a separate 
organism or identity.  Therefore trust and mistrust are learned bodily, 
subconsciously, before self-conscious awareness and before the 
emergence of any psychological structure.  
 
2. OTHER (the first power relationship - boss) 
From about six months to two years the baby begins developing an ever-
increasing awareness of its separateness not only from its mother but 
eventually from all others.  The infant’s psychological differentiation from 
its mother represents the first major stage of differentiation and is the 
foundation structure of the individual identity.  Differentiation from a 
significant other takes place within the wider context of a family. 
  
3. FAMILY (the first organization) 
 
Chapter 3 – Toward a Complexity Theory of Human and Organization Change - 70 
The third major phase of individuation begins during the second phase, 
but does not really become important until we are about two years of 
age, and continues as the main focus of development until school age, 
about seven years old.  During this phase the child develops an 
awareness of, and an increasing identification with, other family members 
and family friends that link them to the wider world.  This family stage 
gradually takes over from the mother as the primary focus of 
identification sometime throughout the years two to seven and remains 
the dominant factor through to about school age.  The intiffegrated nature 
of development means that, somewhat paradoxically, as the child 
identifies with other members of the family it lets go and enfolds its 
identification with its family into the recesses of its emerging 
subconscious mind. 
 
4. WORLD (the bigger picture) 
The fourth phase begins at about age seven and is marked by the 
replacement of the family as the main focus for the emerging identity 
with the ever increasing development of a wider social context of friends 
and peers as the child enters the world through school.  During this phase 
the child begins to reach out into the world to find its own identity, in 
relation to who it is not, and eventually find their own mate and start 
their own family.  Once again the intiffegrated nature of development 
means that as the child systonically identifies with some people and 
dystonically with others in the world, it lets go and enfolds its 
identification with its family into the recesses of its emerging 
subconscious mind – back into the body’s stored memory.  
 
5. SPIRITUAL (Observing ego - bigger still?) 
There is a fifth phase of development, known to psychologists as the 
'observing ego' that 'the majority of people fail to further develop … once 
they enter adulthood' (Peck, 1993:24).  I call this level the spiritual, as it 
is the ultimate context that emerges from the human identity.  This is the 
context from which the maturing adult increasingly looks to derive 
meaning as their physical well-being deteriorates and ultimately our own 
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death becomes the final issue.  It is not necessarily religious as some 
people use science, whilst others amass wealth and prestige for the same 
purposes. 
 
Diagram 3.3 Phases of Identification 
 
  
 
 
With each successive stage comes the opportunity of further individuation 
whereby the maturing individual becomes more differentiated as ‘… adults, 
[increasingly] look to themselves as the instrument through which to achieve a 
form of ‘self-utilization’ (ibid:50). 
As in every transitional period, individuation proceeds as the person 
forms a stronger sense of who he is and what he wants; he forms a 
clearer boundary between himself and the world (Colarusso & 
Nemiroff:41). 
 
Although the adult is still as dependent on the environment as the child for its 
developmental needs the adult, maturing well, has an increasing sense of their 
own psychological independence from the rest of the world and in this sense is 
less dependent, yet at the same time, more vulnerable to failing physical 
health and increasing awareness of death than is the invulnerable child and the 
‘immortal’ adolescent.  
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An Aside On The Influence Of The Phases 
In her provocative paper 'Where is the child’s environment? A group 
socialisation theory of development' Judith Rich Harris (1995, 458-489), put 
forward the idea that the developing child’s peers ‘… play a far more critical 
role than parents’ do in the child’s development.  With the publication of this 
article which opened with the lines: 
Do parents have any long-term effects on the development of their 
child’s personality. This article examines the evidence and concludes that 
the answer is no (ibid:485). 
 
Rich Harris caused a furore within the psychological community who had, since 
Freud, believed the parents played the most critical role.  The complexity 
theory of human development set out here suggests that the influence any 
particular phase will have, is contingent upon both the phase the child is in and 
their context, or environment, at the time they are in it.  The way the 
individual child responds / relates to its peers is engaged in the deep recesses 
of the subconscious patterns enfolded into it at earlier phases, or structures, 
by the immediate context they are in. 
 
The intiffegration process, and the Complexity Theory of Change, suggests that 
the level of influence of parents, peers or significant others is contingent upon 
the context in which behaviour is evoked.  Peer groups may change several 
times and children will learn new behaviours from each of them.  Eventually in 
a committed marriage the maturing adult will return to having a significant 
other as their most critical influence, then their own family and then the world 
from which they are providing for their children and, as death approaches, a 
person’s spirituality becomes the main influence.  And so the process repeats. 
 
Hawthorne Studies 
… the main significance of the Hawthorne studies is that they identified 
the existence of ‘social man’ in the work situation. … despite all the 
criticisms, organization theory has not progressed far beyond the 
perspective emerging from the Hawthorne work (Burrell & Morgan, 
1994:131-2). 
 
Interestingly, the famous Hawthorne Studies concur with the basic structure of 
the phases of identification outlined above.  The Hawthorne Studies found that 
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the deep structure relationships outside of the work situation – such as those 
with self, partner and family – have more influence on ‘satisfaction at work’ 
than internal work factors.  Despite being conducted over 70 years ago there is 
yet to be a research finding that invalidates this crucial insight (ibid). 
  
 
TOWARD THE INTIFFEGRATED ORGANIZATION  
You just observe and where you can make an effective move, you make 
a move … act courageously, and pick your timing extremely well (Arthur 
in Waldrop, 1994:331). 
 
 
Organization Definition  
The word organization comes from the Greek word for organ - organon, 
meaning tool for work.  In early Greek medicine the organs of a human body 
were thus defined as tools it needed to work, the full complement of which 
became known as the human organism, the word used to describe the 
organised physical structure of the body - its HSC.  In the Oxford dictionary, 
the word organism is described as meaning '[an] organised body with 
connected interdependent parts sharing common life'.  And the word 
organization: 'organising or being organised; organised body of society'.  In 
essence the meaning of organization can be described as: a group of individual 
organisms with connected interdependent parts, being organised for the 
purpose of sharing common life – a common goal.  However, the concept of 
organization is basic to all living systems and is the principle by which the 
relationship between a system's parts give rise to its phenotypic, or expressed, 
structure or present form. 
 
An organization then is simply a group of individuals organised in a way that 
enables them to pursue a common endeavour.  For if we were to take the 
people out of an organization we would have nothing left.  So when I use the 
word organization I am referring to the way the individuals in an organization 
are organised to pursue a common endeavour.  
 
Organization Change Theory 
The inadequate level of theory development in the field of planned 
organizational change has been noted often (e.g. Golembiewski, 1979; 
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Sashkin & Burke, 1987, … Porras & Robertson, 1987) (Robertson, 
Roberts & Porras, 1993:619). 
 
Burnes (1994:153) points out that there are three main schools in change 
management theory: 
• The Individual Perspective School 
• The Group Dynamics School 
• The Open Systems School 
From the Individual Perspective School comes the thesis that organizational 
change is best effected at the level of the individual. The premise of the Group 
Dynamics School is that because people work in groups in organizations, 
change should be aimed at the level of the work group or team. The Open 
Systems School focuses on the organization as a whole.   
 
The Open Systems School sees all three schools as connected such that ‘ … 
any change to one part of the system will have an impact on other parts of the 
system …’ (ibid:157), ‘ … and, in turn, have an impact on the external 
environment, and vice versa’ (ibid).  The focus of the Open Systems School ‘ … 
is on achieving overall synergy, rather than on optimising the performance of 
any one individual part per se’ (ibid).  The problem created by having three 
broad schools of theory means that practitioners identify, usually 
subconsciously, with the one that best fits their deep structure personality and 
put that particular theory ‘ … forward as the most effective, if not the only, 
approach to change… ‘ (ibid:159).   
 
This systonic identification with certain schools and the resultant dystonic 
identification with other schools means that there has been little effort put into 
developing, and consequently there is ‘ … no one all-encompassing theory of 
change management’ (ibid:180).  This is so because in its current form the 
Open Systems perspective, currently the most influential of the three: 
… does not comprise a consistent, articulated, coherent theory.  Much of 
it constitutes a high level of abstraction.  To be really useful to the 
professional practice of management, its spokesman and leaders must 
move to a more concrete and operationally useful range (Beach, 
1980:138). 
 
The Complexity Theory Of Organization Change developed in this thesis makes 
the bold claim of being a coherent, ‘concrete and operationally useful’ theory of 
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organizational change.  Although the Complexity theory of organizational 
change emerged from the open systems school, it is the structuring, or 
prioritising, of the main levels of change from the deep structure to the 
surface, that allows the development of the questions (see chapter 5), to 
address each level, that moves the theory forward to being operationally 
useful. 
 
Using the concepts of the Complexity Theory of Change developed in this and 
the last chapter, attention now turns to a ‘coarse grain’ of the Organization 
Studies literature for regularities consistent with the theory so far.  I then set 
out the Complexity Theory of Organization Change compressed into a few basic 
principles before proceeding to set out the research methodology in chapter 5. 
 
Three Classes of Change 
The principal models of organization change all stem from Kurt Lewin’s (1947) 
original 3-Step model of: 1 Unfreezing – the present state; 2 Moving - to a 
new state; and then 3 Refreezing - the new state.  Theories put forward to 
explain the change process classify it in three levels as with our sandpile in 
Chapter 2.  For example, Golembiewski and Munzenrider’s (1976) theory of 
alpha, beta and gamma change; whereby alpha change is incremental within a 
system and gamma change involves change of the system itself.  And 
Bartunek and Moch’s (1987) first-, second- and third-order change, whereby: 
first-order change is the reinforcement of the status quo; second-order change 
is the alteration of the status quo in a particular direction; and third-order 
change is enabling the members of an organization to alter the status quo as 
they see fit (486).   
 
Similarly Argyris and Schon’s (1978) concept of ‘single-loop’ and ‘double-loop’ 
learning, recognises different classes of change / learning: whereby single-loop 
learning involves incremental changes within an established framework, and 
double-loop learning involves changes to the framework itself (18-26).  
Interestingly, all three of these theories propose that a fundamental deep 
structure transformation of an organization is more difficult to bring about than 
incremental surface structure change (Svyantek & DeShon 1993:351). 
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Deep to Surface Structure 
Many authors in Organization Studies have noted the deep to surface structure 
of organizations: (see eg Schein (1992), Loye & Eisler (1987), Smith & 
Gemmill  (1985), (1991), Hofstede et al (1990), Bowles (1990), Romanelli & 
Tushman (1994).  Most of the theories put forward by these authors can be 
incorporated into the work of Huse (1980).  Huse developed a four–layered 
structure: going from the shallow level (1) which ‘is concerned with techno-
structural issues external to the individual’ such as changes in the 
organization's structure; to the mid level (2) which ‘is primarily concerned with 
activities that allow the individual to analyse their own behavior’ such as job 
design; to the deeper mid level (3) which ‘is concerned with activities geared 
to helping the individual to discover hidden aspects of their personality and 
relationships’ such as team building and conflict resolution; to the deepest 
level (4) which ‘is concerned with activities which relate to fundamental 
aspects of the individual’s personality’, such as life and career planning and 
personal consultation / counselling (ibid 173-174).   
 
Process and Structure 
In reviewing the literature on organizational change, Barnett and Caroll 
(1995) noted that the field had developed in two separate, virtually 
isolated systems - one emphasizing the content [structure] of change or 
what actually changes in an organization, and the other focussing on the 
process of change or how change occurs. … the authors concluded that 
although process and content [structure] effects are different, there are 
important interactions between the two domains (Pfeffer, 1997:202). 
 
Barnett and Caroll (ibid) suggested that ‘when researchers start recognizing 
and incorporating such notions into studies of the consequences of 
organizational change, it will be easier to sort out findings and resolve 
contradictory ones’ (233) (Pfeffer, 1997:202).  This research incorporates the 
notions of structure and process. 
 
Staged Hierarchical Development (Phase Transitions) 
… growing organizations move through five distinguishable phases of 
development … (Greiner, 1972:37). 
 
The phenomenon of organizations moving through various hierarchical phases 
of growth and development has been identified by organization scientists for 
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decades (see e.g. Greiner ibid; Aplin & Cosier (1980); Adizes, (1979); 
Beckhard & Harris (1977); Cosier (1991), Downs, (1967); Filley, House & Kerr 
(1976); Kimberly & Miles (1980); Lavoie & Culbert (1978); Lyden (1975); 
Mintzberg (1979), Torbert (1975)). 
 
Initial Conditions 
This … accords with organizational research on the tenacity of initial 
choices (Eisenhart & Schoonhoven, 1990; Gersick, 1988; Ginnett, 1987; 
Stinchcombe, 1965) (Gersick, 1991:16). 
 
The importance of the initial conditions under which any new group / 
organization is formed, and the lasting influence those conditions have on the 
future of the group / organization, is widely accepted by organization scholars.  
Be they in the form of: 
• values of early leaders or founders as in Hofstede et al (1990:311) and 
Schein (ibid:226-7); 
• initial choices as in Eisenhardt & Schoonhaven (1990), Gersick (1988, 
1989:227, 1991:16), Ginnett (1987) and Stinchcombe (1965); 
• early patterns as in Gersick (1988:33);  
the initial conditions under which an organization is formed become a primary 
constraint on its cultural evolution.   
 
SOC 
… each [phase] contains a relatively calm period of growth that ends with 
a management crisis (Greiner, 1972:37) 
 
Greiner’s periods of management crisis is the same as Tryce & Beyer’s 
‘propitious moments’ (1993:399) and Hurst’s Crisis & Renewal (1995), which 
are all analogous with the point of self–organized criticality as discussed in 
chapter 2 and the psychologists concept of a critical period mentioned in 
chapter 3. 
 
Punctuated Equilibrium 
Dramatic change seems to be more closely associated with success than 
is incremental change (Miller & Freisen, 1982:890). 
 
The idea of a punctuated equilibrium as an explanation of organization change 
has been incorporated into Organization Studies mainly through the work of 
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Connie Gersick (1988, 1989, 1991).  Her 1991 paper was titled 'Revolutionary 
Change Theories: A Multilevel Exploration of the Punctuated Equilibrium 
Paradigm'. 
Miller (1982) concludes that effective firms often will tend to be in one of 
two states: a common state in which they are undergoing very little or no 
change or a rarer state in which they will be experiencing dramatic and 
rapid changes (Miller & Friesan, 1982:872). 
 
The models put forward by Griener (1972) and Miller & Friesan (1980b) are 
also consistent with this view (ibid). 
 
HSC 
… the future of an organization may be less determined by outside forces 
than it is by the organization’s history (Greiner, 1972:38). 
 
The idea that organizations are deeply constrained by their history - historical 
constraint, has been noted often (see e.g., Low & Simon (1995:8), Greiner 
(1972:37), Schultz, 1992:31; Kilman, 1989:9; Mascarenhas, 1993:321).  
 
Deep Structure Stability (DSS) \ Surface Structure Vulnerability (SSV) 
… the single most important point to take away from this book is the 
critical importance of creating tangible mechanisms aligned to preserve 
the core [DSS] and stimulate progress [SSV] (Collins & Porras, 1998:89 
my emphasis). 
 
Collins and Porras have written a book, Built To Last: Successful Habits of 
Visionary Companies, on how the visionary companies they surveyed 
continually worked to preserve their deep structure identity (core) and 
stimulate surface structure change (progress).  Weick (1979) describes this 
phenomena slightly differently when he paraphrases Bell (1967): 
‘Organizations continue to exist only if they maintain a balance between 
flexibility [SSV] and stability [DSS]’ (215).  Weick also says that ‘this is difficult 
to do’ (ibid). 
 
Organization Identity Maintenance 
By working to preserve the core whilst stimulating progress, visionary 
companies are working at maintaining their deep structure identity over time 
through continual surface to mid structure change punctuated by occasional 
bursts of deep structure transformation. 
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Data Compression 
We can see through the discussion thus far that there are regularities in the 
change process appearing right across the Physical, Biological and Human 
Sciences.  The structures that emerge from the intiffegration process, be they 
a chemical or psychological structure, exhibit a common constraint in their 
structure: from the surface to the deep.  The continuum of change that these 
structures exhibit have been categorised into three levels of change, from the 
surface, mid to deep, in systems from the purely physical such as sandpiles to 
the three stage change events described in organizations by organization 
scholars.  Similarly the concept of punctuated equilibrium, from the self-
organized critical state of the sandpile in a physical system to the critical 
period in child and adult psychological development, is noted across all three 
fields of scientific endeavour. 
 
The constraining nature of initial conditions, the staged patterns of growth and 
development through various phase transitions and the importance of context, 
are all regularities appearing right across the Physical, Biological and Human 
Sciences.  The development of the steps of the intiffegration process and its 
universal applicability across all three levels of scientific investigation is 
another feature of the complexity theory of change.  What the complexity 
schema has enabled is the identification of the regularities appearing across 
the disciplines and the incorporation of those regularities into a coherent 
theory of how change works.  The challenge now lies in making it operationally 
useful by applying the complexity theory of change to the world of 
organizations.  To aid with this challenge set out below are the key principles 
of organization that have been deduced from the complexity theory of change.   
 
 
PRINCIPLES OF ORGANIZATION  
What is our relation to the world like?  Well, we are made of the same 
elemental compositions.  So we are part of this thing that is never 
changing yet always changing.  If you think that you’re a steamboat and 
can go up river, you’re kidding yourself.  Actually, you’re just the captain 
of a paper boat drifting down the river.  If you try to resist, you’re not 
going to get anywhere.  On the other hand, if you quietly observe the 
flow, realizing that you’re part of it, realizing that the flow is ever-
changing and always leading to new complexities, then every so often 
 
Chapter 3 – Toward a Complexity Theory of Human and Organization Change - 80 
you can stick an oar into the river and punt yourself from one eddy to 
another (Arthur in Waldrop, 1994:330-1).  
 
The ‘river’ of organization is an unpredictable, uncontrollable, non-linear, 
perpetually changing system and phenomenon.  Yet it is highly influence-able 
by those at the top and by those people who really know the ‘river’ well.  The 
river of organization is manipulative especially to someone who is a close 
observer of its flow, who has a fair degree of courage, and has a methodology, 
such as the steps of the intiffegration process (see below and chapter 6), for 
assessing where the organization is poised for change at any particular time.  
For the person who knows the river well will see the next eddy, or phase 
transition, and dig the oar in deep to ensure that the organization maintains 
the fit between itself and its market.  The level of influence that can be exerted 
during such phase transitions is large, as the influencer, if she is attentive, can 
fix the initial conditions of the emerging new phase of the organization.  This 
section sets out three principles of organization change that have been 
deduced from the discussion above and in the last chapter as well as from 
many years assisting CEOs to assess where their organization is poised. 
 
1. Change is the Norm  
The essence of evolution is the capacity to evolve [change] rather than … 
survival [stability] (Campbell in Miklos, 1993:27). 
 
The foundation of development lies in change rather than stability 
(Colarusso & Nemiroff, 1987:28).  
 
The majority of the Organization Change theories treat change as a somehow 
abnormal period of otherwise normal organizational equilibrium or stasis.  The 
Complexity Theory of Change suggests that the primary principle of 
organization is change not equilibrium: 
The central characteristic of an autopoietic system is that it undergoes 
continual structural changes while preserving its web-like pattern of 
organization [its connectivity] (Capra, 1996:213).  
 
Equilibrium to living systems means death, and only when the organization of 
a living system fails does it reach equilibrium.  The limits to which an 
organization can go whilst ‘preserving its web-like pattern of organization’, its 
deep structure identity, constitute the boundaries of the organization as 
presently structured.  
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The paradox of change 
In order to stay ‘the same’, or maintain the fit, organizations must continually 
undergo surface to mid structure change, punctuated by occasional bursts of 
deep structure transformation in order to maintain their identity within the 
context of their HSC and their ever-changing environment / market.   
 
2.  Always work to be aware of where the organization is poised for 
change. 
As an organization should be continuously changing, the primary task of 
leadership in an organization is to work to understand and feel, through careful 
observation of the flow, where the organization is poised for change.  The 
secondary task then becomes to work to facilitate the appropriate level of 
change through continual adjustments to the organization overall.  It will mean 
a continuous dabbling of the paddle into the river to ensure the organization is 
best positioned, or poised, to move to the next eddy or opportunity. 
 
3.  Intiffegrate the organization 
Although the specific context of each organization is unique and therefore the 
leadership’s ultimate responsibility, the steps of the intiffegration process as 
outlined briefly below and described in detail in chapter 6, provide the basis of 
a powerful methodology for assessing where an organization is poised.  The 
intiffegration process emerged through repeated attempts over many years to 
assist myself and CEOs in assessing where their organization is poised for 
change. 
 
THE INTIFFEGRATED ORGANIZATION 
To define its deep structure identity and become more conscious of the 
organization itself – i.e. working on the organization rather than simply in it – 
an organization must follow the steps of the Intiffegration process.  The 
process must be continually applied in order to maintain the fit between the 
way the organization is organized internally, its culture, with the external 
market upon which its existence depends. 
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Step 1. Differentiate 
Step one is to develop the vision and values, or the organization's primary 
attractor, by having everyone in the organization do the questions, as set out 
in chapter 6, from which the organization's vision and values emerge.  This 
important phase of self-reflection allows participants to assess where they are 
at compared to where they would like to be before attacking the same question 
on an organization wide basis.  In this way the organizations vision and values 
are directly linked to the personal attributes and aspirations of those people 
who make up the organization. In this and in all stages of the process the 
personal and the professional are directly linked.  The questions that should be 
answered by this step are:  Who we are and who do we want to be? 
 
Step 2. Connectivity 
Connect with other organizations in the same industry.  This step involves 
researching and networking the organization's marketplace, competitors and 
suppliers.  Studying the HSC of both the organization you are in as well as 
other organizations and developing feedback loops to enable the assessment of 
where the organizations are poised for change.  The question that should be 
answered by this step is:  Who should we couple with? 
 
Step 3. Emergence 
This step involves observing closely what emerges from the previous steps’ 
identification and networking efforts.  Typically it will be in the emergence of 
missions, strategies, structures and plans, 5 year and annual operational 
plans, that state how the organization is going to express itself in the world.  
The question that should be answered by this step is:  How are we going to 
express ourselves in the world in a sustainable manner? 
 
Step 4. Reintegration 
This step involves restructuring the organization and reviewing the reward and 
remuneration systems to reflect its emerging identity, step 1, so that 
behaviour that is congruent with the organization's deep structure values, and 
identity is rewarded and incongruent behaviour is penalised.  The question that 
should be answered by this step is: How are we fitting? 
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Step 5. Reiteration 
Repeat the above 4 steps relentlessly for, as we have seen in this chapter and 
the last, it is all that has ever really happened.  And remember to stay tuned 
and work the eddies.  The question that should be answered by this step is: 
How are we intiffegrating / growing towards the organization's attractor over 
time? 
 
How I go about doing this in organizations is the subject of chapter 6. 
Attention now turns to the history and background of the Organization that is 
the subject of this study. 
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CHAPTER 4 THE ORGANISATION: BACKGROUND 
Early group life will … tend toward intolerance of ambiguity and dissent 
(Schein 1992:227). 
 
‘Desperate’ was the word the Human Resources Manager (HRM) used to 
describe the feeling in the Organization when she began working there some 
ten months prior to our initial meeting in April 1993.  I could sense by the 
genuine concern in her for the welfare of the Organization and its members, 
that although things were perhaps no longer desperate, the Organization was 
still in a state of crisis.  I had no idea at that stage what was causing the crisis 
and felt she didn’t either - at least she couldn’t define it.  It was clear and 
reasonable that, this being our first meeting, she was not letting me in too 
quickly to the Organization’s inner secrets, which seemed to involve 
considerable pain.  However, we did manage to agree that there were some 
problems with the Organization’s culture that were not going to go away by 
themselves.  I left our initial meeting concerned that the crisis would only 
continue to escalate until something was done about it and confident that the 
expertise to deal with the crisis did not exist within the Organization itself. 
 
That was the beginning of what emerged into a three year relationship with an 
organization that in February 1992 was transferred out of a large 
Commonwealth Government Department (the Department), where it had 
resided as a section (the Section) within a Division of the Department for the 
last fifty years, and established as an independent entity under an act of 
Parliament as a Statutory Authority (the Organization).  The Organization is 
charged with the responsibility of ‘… creating conditions which ensure the long 
term sustainability of [a Commonwealth natural resource (the Resource)], 
while allowing for the efficient exploitation of these resources and an equitable 
sharing of them among all user groups’ (Annual Report 1991-92).  It was the 
first time a section of a Government Department had been ‘spun out’ and 
established with such an inherently conflictual mission.   
 
Given the importance of initial conditions and the relatively young age of the 
Organization under study it is important to go into considerable detail about 
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the initial conditions under which it was formed.  It was relatively young 
despite the fact that about 80% of the staff simply transferred across to the 
Organization from the fifty-year-old Section, where most had been long term 
employees, and continued doing their same jobs.  So although the structure, 
leadership, terms and conditions of employment, premises and the like were 
changed, there was considerable cultural carryover in the form of corporate 
knowledge, beliefs and values that had evolved over the last fifty years into 
the Section’s culture which remained in the minds of its employees, 
significantly constraining a completely new beginning.  Some five years after 
the Organization’s incorporation, it still employed about 60% of staff that 
transferred to it originally.   
 
Factors Contributing To The Transition  
There were several factors contributing pressure for the Section to make the 
transition from the Department to the Organization.  The primary factor on the 
Government side was that the Resource was being over-exploited:  
Experience worldwide shows why unregulated [resources] tend to be 
over exploited. … The cause of this over-exploitation is simple. [The] 
resources are publicly owned, being at once everybody’s and nobody’s.  
The lessons of economics are clear: when resources belong to nobody, 
nobody will look after them; when the resources belong to everybody, 
everybody must look after them (Government Policy Paper 1989:vii). 
 
The Government Policy Statement announcing the formation of the 
Organization outlined three overriding objectives:  
 to ensure the conservation of [the] resources and the environment 
which sustains those resources; 
 to maximise economic efficiency in the exploitation of those 
resources; and 
 to collect an appropriate charge from [the Industry for] exploiting a 
community resource for private gain (ibid) (Government Policy Paper 
1989:vii). 
 
On the Industry side it had long been critical of the ‘unresponsiveness’ and 
‘lack of cooperation’ of the Section, as well as its ‘distance’ from the day-to-
day operations of the Industry, factors that were exacerbated by the 
longstanding mistrust between the two.  The Section saw its role as protecting 
the Resource on behalf of the people - whilst the Industry, who had virtually a 
free rein in what it did with what it often referred to as ‘its’ Resource, wanted 
to make as much money out of it as it could.  When the government started 
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implementing full cost recovery programs (user pays principle) for the Industry 
in the 1980s, prior to which the industry had literally a free service from the 
Section, Industry criticism escalated along with its pleas for a say in the 
management of the funds now being levied on it. 
 
There was also a longstanding perception at senior management levels within 
the Department itself that the Section did not ‘fit’ very well with the rest of the 
Department’s operations.  Due to the uniqueness of the Resource the Section 
was responsible for, employees were mostly career specialist Resource 
Managers who perceived limited opportunity outside their Section.  They were 
not able to move around much and experience life in other Sections because 
either their skills were not transferable, or at least were seen by those higher 
up as not transferable.  This added to the insular nature of the section as not 
many of its employees had worked in, or been recruited from, other sections 
within the Department or from other Departments.  
 
Added to this was the perception held by senior management of the 
Department that the Section involved was inefficient - it had 120 staff at the 
time.  This perceived inefficiency contributed to senior management, who were 
under considerable pressure due to budget cuts, assessing that the transition 
of the Section to a Statutory Authority could also be used to remove some 
‘dead wood’ from the Department.  So what transpired was the rather unusual 
position where the Government, Industry and the Department all thought the 
transition a ‘good move’ (Taped interview with member of senior Policy 
Implementation Team, which was responsible for overseeing the transition, 
August 1995). 
 
The Organization  
An eight member Board of Directors is accountable for the Organization 
overall, five of whom are selected by an independent committee on the basis 
of their expertise and experience in a broad range of areas from finance, 
research, resource management, industry and corporate.  One Director, 
usually a government employee, is appointed by the Minister whose main 
responsibility is to ensure congruence between government policy and the 
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Board's understanding of it.  The Chairman is also appointed by the Minister, 
which creates the strategic relationship, or link, with the Minister.   
 
In the corporate sense, all of the Directors are non-executive except for the 
Managing Director (MD) who is appointed by the Board and is responsible for 
the day-to-day management of all aspects of the Authority.  The Organization’s 
governing legislation provides arrangements that enable it to operate at arm's 
length from the Minister and his/her Department.  Whilst the Minister is not 
involved in the day-to-day operation of the Authority, key accountability 
provisions of the legislation require that he approve the Organization’s 
Corporate Plan and Annual Operational Plan.  The legislation also provides the 
Minister with a general reserve power of direction.   
 
Management Advisory Committees (MACs) (quote  
As the Resource that the Organization is responsible for is as complex and 
diverse as most biological resources, the Organization's activities involve the 
coordination and management of diverse industry groups that specialise in the 
exploitation of different species of the stock.  To assist with the management 
of this diversity a number of Management Advisory Committees (MACs) have 
been established with independent chairpersons that represent all of the major 
species that the industry exploits.  The primary function of the MACs is to act 
as a liaison body between the Organization and those with an interest in the 
particular species, or area, the respective MAC represents, this includes 
industry, international, environmental and other community groups.  The MACs 
also have the responsibility for providing advice to the Organization on a 
variety of issues including management arrangements, research, compliance 
and finance, and they are closely involved in the budget process.  The 
Organization’s Board has the power to override any MAC. 
 
External Relationships 
The Organization consults regularly with the peak industry body that 
endeavours to represent the interests of the industry as a whole.  It is also 
responsible for the collection of data on the resource for both scientific and 
compliance purposes, which means it has regular contact with the Australian 
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scientific community and Federal law enforcement agencies.  The Organization 
has its own compliance section which constantly monitors the operations of the 
industry to ensure all the regulations are being adhered to.  As the 
Organization is responsible for a National resource that is exploited in some 
instances by international organizations, it also has links with Government and 
industry from other countries.  It also has a wider responsibility to the 
Australian community, and its future generations, on whose behalf the 
Organization is charged with maintaining the long term sustainability of the 
resource.  The Organization is also subject to the usual review process by 
Government in the areas of finance, accountability and policy overseeing which 
remains within the Department it was ‘spun out’ of. 
 
The Organization has a strong client focus and attempts to include all groups 
who have either a direct or indirect stake in the Resource.  However, during 
the Intervention the Organization decided ‘that further steps needed to be 
taken to ensure an even broader range of interest groups including 
environmental groups and recreational groups that exploit [the Resource], are 
involved in the consultation process for developing and refining [the 
Resource's] management arrangements' (Corporate Plan 1995).  During the 
1996-7 financial year the MACs were restructured with a view to widening the 
membership to include environmental / community groups in the decision 
making process.  Whilst not specifically part of its charter the Organization is 
also committed to supporting initiatives to reduce habitat destruction where it 
impacts on the Resource (ibid).  
 
Funding 
Funding of the Organization comes from two sources: Government, in the form 
of direct appropriations from consolidated revenue which it uses to carry out 
tasks on behalf of Government; and levies collected on a full cost recovery 
basis, 100% of attributable costs, from the industry which exploits the 
resource.  The total cost of the Organization’s operations is split between 
Government contributions of 48% and industry 52% with the current level of 
funding being around $20 million per annum (Annual Report 1995). 
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THE TRANSITION ‘DRAMA’ (INTERNAL PROCESS) 
Resistance To The Transition 
The organization studies literature on ‘resistance to change’ would hardly need 
to have been consulted to suspect there may be some resistance to the 
transition to a Statutory Authority from employees working in the Section.  In 
the opening paragraph of the forward by the Minister to the Policy Statement 
which announced the establishment of the new Organization, the reader is 
alerted by the choice of words that there may have been some dissension 
amongst the various stakeholders as to the changes the government was 
proposing, which evidently called for strong leadership, or at least strong 
wording: ‘The document is therefore important because it explains why the 
Commonwealth Government is making certain changes and how things will be 
done in the future’ (1989:iii italics added). 
 
Most Section employees were career public servants who had decided on that 
path early on in their lives.  As already mentioned the careers of this particular 
group were restricted because their expertise and skills were seen as specific 
to the Resource and not easily transferred to another resource or job.  Added 
to this was the fact that there were only 120 of them managing the whole of 
the Commonwealth’s Resource and roughly an equal number employed by the 
States, making other opportunities in their field rather scarce.  These factors 
contributed substantially to employee anxiety, insecurity and resistance in the 
face of such big change - indeed, transformation.  
 
Two of the main reasons for choosing a career in the Public Service are job 
security and a commitment, often dedication, to serving the people of Australia 
by protecting their rights - in this case, their Resource.  It would be common 
sense to expect anxiety and resistance from career public servants who, if they 
wanted to keep their jobs, were going to be transferred out of the public 
service to an Organization that was to have Industry representation on its 
board, as well as substantial representation at the regional Management 
Advisory Committee (MAC) level.  Most employees had never worked in the 
private sector or in an organization run along private sector lines with a board 
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of directors responsible for the Organization and its terms and conditions of 
employment. 
 
Employee fears were exacerbated by the longstanding, and often crippling, 
mistrust between the Australian Public and Private sectors.  Unlike Japan, 
where the two sectors work perhaps too closely together, the Australian Public 
and Private sectors have a long history of mistrust.  The mistrust that had 
developed between this particular Industry, which was often referred to as the 
‘last of the Great White Hunters’, and its regulators in Canberra was one of the 
factors contributing to the move in the first place.  For the move to be 
successful a cultural transformation involving changes in the beliefs, values 
and practices of the employees of quite startling proportions was going to have 
to be achieved. 
 
It was this cultural aspect of the transition that was to prove the most difficult 
to bring about.  As one employee put it, ‘it was like being asked to switch sides 
and work for ‘the enemy’’ (personal interview May 1994).  When the obvious 
difficulties inherent in transforming the culture of a fifty-year-old Section of a 
Government Department to a more Private Sector organizational culture, which 
was the aim of the leadership in the Organization (personal interview April 
1994) and also the Government’s intent outlined in the Policy Statement under 
heading 11.7 ‘Administrative flexibility’ (1989:98), are combined with the way 
the cultural aspect of the transition was managed, it becomes clearer why the 
Organization was still in a state of crisis some fifteen months after its inception 
at my first meeting with its HRM in April 1993. 
 
The Main Issues - Summary 
There were several major issues for the leadership: 
 The desire to bring about the cultural and structural change to allow for 
more administrative flexibility in the management of the Resource; 
 Pressure from Industry to bring some accountability to the spending of 
‘their’ money;  
 The need for government to regulate the exploitation of the Resource 
under growing community environmental awareness; 
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 The view of the Department executive that the Section was inefficient 
and did not fit well with the rest of the Department’s operations; and 
 The fact that almost the entire expertise available for the management 
of the Resource in Australia was already employed within the Section. 
 
And there were three main issues for the staff: 
 Whether staff were going to lose their jobs in the transition; 
 What the new Organization's terms and conditions of employment would 
be; and 
 The location of the new Organization. As the staff were based in 
Canberra, they did not want the new Organization moved interstate, as 
some Industry members were proposing it should be. 
 
Chronology Of Events   
The extended use of quotations in this section is a deliberate attempt by the 
author to give the reader a first hand account of what staff feelings were at 
this important time in the Organization’s life.  The December 1989 Policy 
Statement announcing the creation of the Organization indicates that staff 
would be employed by it under the Public Service Act (PSA):  In 1987 the 
Government stated that: 
Statutory Authorities should be staffed under the Public Service Act 1922 
unless there are strong reasons for doing otherwise … It will accordingly 
need to be convincingly demonstrated that the personnel arrangements 
of the Act are unsuitable before alternative methods are approved 
(ibid:99). 
 
The statement was sufficiently ambiguous to cause concern in the somewhat 
nervous but, at this early stage, not entirely disagreeable Section employees 
who sought early clarification on the matter. 
 
Clarification came in the form of a letter from the Executive Director of the 
Division within which the Section resided in the Department, who was also the 
head of the Policy Implementation (Transition) Team, addressed to all Section 
staff.  The purpose of the letter was ‘to advise you of the way I see the … 
Implementation being conducted and how your rights and career opportunities 
will be protected in this process’: 
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On the question of staff numbers there will not be a large reduction in 
overall numbers although there will be a significant reduction in the 
number of staff working on [Resource] matters within [the Department].  
This will be compensated to a large degree, however, by the career 
opportunities which will arise in the new [Organization].  [Section] staff 
will be well placed to fill these positions and their situation will be made 
easier by the fact that the [Organization’s] staff will be employed under 
the Public Service Act (15/2/90). 
 
The letter went on to say ‘The Public Service Commission will be approached as 
soon as possible to ensure that there is complete understanding of the rights, 
including mobility rights, of staff under the act’ (ibid). 
 
Eleven days later on 26 February 1990 a meeting of all Section staff was called 
with the Principal Policy Adviser on the transition (from the Department to the 
Minister), and the Executive Director who addressed the group:  
The implementation team had met with the Public Service Commission in 
the morning and it was confirmed that people would go to the statutory 
authority under the Public Service Act.  At the bottom line, none of the 
rights of staff are challenged in the move to the statutory authority - it 
will be under the Public Service Act .  As far as location goes the 
authority will be in Canberra for at least the first three years by 
Ministerial direction (Meeting minutes, 26/2/90). 
 
The Executive Director went on to say that if not enough staff wanted to go to 
the new Organization they would be forced to go by their positions being 
transferred.  This provision applies to all employees under the Public Service 
Act whose positions are being transferred to a Statutory Authority (see Section 
81B Clause (1) of Public Service Legislation (Streamlining) No. 153 1986).  
There was to be an allowance of ‘2-3 months, in which staff likely to be forced 
to go should have ample time to transfer’ to another area of the Department.  
And it ‘seems reasonable that there won’t be a drop in staff overall’ (ibid). 
 
Judging by the comments on the letter by the minute taker (a member of 
staff): ‘I do not agree with his ideas on timing or on reduction of staff 
numbers.  Certainly 2-3 months is no time at all for a member of staff to 
transfer!’ - indicating the difficulty most faced in finding alternative 
employment; there seemed to be no major disagreement at this stage and 
there was a growing sense of excitement about the transition as staff’s main 
concerns seemed assured: that they be covered by the Public Sector Award; 
jobs were not slashed; and the Organization be Canberra-based.  Meanwhile 
 92 
Chapter 4 – The Organization - 93 
staff concern about employment conditions in the new Organization calmed 
down for a few months. 
 
Then in May 1990 a letter including the following statement was sent out to 
staff: 
We suspect there is a hidden agenda with respect to the staffing of the 
[Organization] …  Recently a [senior] member of … staff reported to us in 
confidence that, at a meeting between members of the Departmental 
Executive and the Director of [the Section], the Departmental Secretary 
… ‘raised his eyebrows’ when he was told that staff in the [Organization] 
would be employed under the Public Service Act.  We were also told that 
there was a wide difference of opinion with respect to the [Organization] 
between the Minister and the Secretary (Section workplace delegates of 
the Public Sector Union and members of the Staff Consultative 
Committee letter dated 8/5/90).  
 
After discussing their concerns that the Secretary wanted to hand over ‘all 
control’ of the Organization to the Industry, which contradicted the Minister 
whose speech at the launch of the Policy Statement ‘made it evident he would 
not hand over control’, the delegates go on to discuss the written undertakings 
they had been given by the Executive Director.   
 
In the same letter the authors say they had obtained a copy of the Executive 
Summary of the Division’s Human Resources Management Plan for the Section, 
which stated that ‘initial staffing (of the [Organization]) is from existing staff of 
[the Section], employment is Under the Public Service Act, and medium term 
location is Canberra’ as promised.  At this stage staff were obviously nervous – 
‘raised his eyebrows’ - however, they seemed more confused than anything as 
the HRM plan confirmed assurances.  Yet they went on: ‘Evidently there is 
either a failure to communicate between members of the departmental 
Executive, or there is a hidden agenda developing about which the Union 
should be aware (ibid)’.  In what can only be described as a sombre note the 
delegates show what their genuine concern is:  
In any event, members of the [Section] who have been making career 
decisions based on the prospect of continued employment of the Public 
Service Act should not be penalised by either eventuality (ibid). 
 
With the circulation of this letter staff anxiety grew further and members of the 
Public Sector Union (PSU) in the Section asked the Joint Assistant Secretary of 
the PSU to raise their concerns about terms and conditions and location of the 
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new Organization directly with the Secretary of the Department.  This he did 
by way of letter on 23 May 1990 in which, despite the assurances already 
given, the Joint Assistant Secretary of the PSU said: ‘In the absence of any 
definitive advice on the above matters, staff morale has suffered greatly as 
destructive rumours inevitably arise’.  The letter finished off by ‘seeking your 
urgent reassurance of previous commitments on [the Organization’s] staffing 
arrangements provided by officers in your department … (ibid)’. 
 
The assurances given on terms and conditions were consistent with the 
Drafting Instructions for the Organization’s Governing Legislation as at 22 May 
1990, and a redrafted version dated 25 May 1990 that went to Cabinet on the 
same day from the Department.  On page 9 under the heading ‘Employees’ it 
says:  
The [Organization] can employ such staff as it considers necessary to 
perform its functions.  Staff will be engaged under the Public Service Act.  
The Act will need to provide for current employees of the [Section] 
(within [the Department]) to be transferred to the authority with no loss 
of rights or entitlement ([Resource] Legislation Administration Bill). 
 
However, it was clear that Section staff were not satisfied.  The now persistent 
‘rumour’ was that Industry wanted the Organization to be free to set its own 
Terms and Conditions and move away from the PSA, and it had the Secretary 
of the Department on side. 
 
On 7 June 1990 the Acting Assistant Secretary of the Policy Implementation 
Team wrote to ‘All [Section] Staff’ announcing that he had arranged a meeting 
with the Public Service Commission (PSC) to be held on 20 June, so that staff 
could discuss employment conditions and other matters associated with the 
PSA.  The opening sentence to the letter reads: ‘As you are probably aware, 
[the Organization] will be staffed under the PSA’ (Department Minute 7/6/90).  
At the 20 June meeting, which was an open Divisional meeting and not just 
restricted to the Section, further assurances were given to the staff that ‘the 
legislation would have to be amended should [the Organization] wish to 
change the conditions of employment’ (meeting minutes 20/6/90). 
 
 94 
Chapter 4 – The Organization - 95 
The day after the 20 June meeting the Secretary of the Department replied to 
the Joint Assistant Secretary of the PSU’s letter reiterating that: 
Staff employed by [the Organization] will be covered by the Public 
Service Act, and existing employees of the [Section] will be able to 
transfer to the [Organization] with no loss of rights. … [And] The Minister 
has now indicated that he is prepared to direct the incoming board of the 
new [Organization] that [the Organization] is to be located in Canberra 
for a Minimum of 3 years (21/6/90). 
 
This letter seemed to settle staff down and allay their fears somewhat as the 
next correspondence from the Acting Assistant Secretary of the Policy 
Implementation Team demonstrates.  Dated 9 August 1990, it sets out a series 
of questions from the Section’s PSU workplace delegates asking for clarification 
of various details about staffing arrangements at the new Organization. 
 
There are no questions in the delegates' letter about the main issues; however, 
the Acting Assistant Secretary further reassures them that the ‘Minister has 
now directed that [the Organization’s] staff be employed under the Public 
Service Act … [and that] Any change to these conditions will require … the 
agreement of the Minister and the Parliament (ibid 9/8/90)’.  There was talk of 
mass defection of the Section staff to other areas of the Public Service, that 
would have proved difficult due to the specialised nature of their skills; 
however: 
On the basis of these assurances, staff were content to remain within the 
[Section] .  Staff also gave every indication of being more than willing to 
give the new arrangements a fair trial, and to do their best for the 
efficient operation of [the Organization]  (Submission to Senate Standing 
Committee On Industry Science And Technology 6/9/91). 
 
Indeed, it appears that the staff were finally content as there were no further 
communications for nearly three months on the key issues: staffing; location; 
or terms and conditions. 
 
Then on 16 November 1990 the Principal Adviser of the Policy Implementation 
Team sent a minute to all Section staff stating that the Resource 
Administration Bill 1990, empowered the Organization ‘to set the Terms and 
Conditions’ for the Organization (minute 0443).  The minute was further 
clarified in a second minute from the Principal Adviser on 4 December 1990.  
Two days later, on 6 December 1990, the Resource Administration Bill was 
introduced to Parliament which included under Division 6, titled ‘Employees’, 
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clause 61: ‘(1) The Authority may employ such persons as it considers 
necessary for the performance of its functions and the exercise of its powers.  
(2) The terms and conditions of employment are to be determined by the 
board … [transitional arrangements to be discussed]’ (Draft Bill 7/11/90:30 
their italics). 
 
This draft bill was already drawn up before staff were notified that they were 
not going to be employed under the PSA by the new Organization.   
For a high proportion of the staff this amounted to a fait accompli, with 
the legislation beyond reach for amendment and the various 
undertakings regarding Public Service Act 1922 terms and conditions 
relegated to a means of keeping staff quiet until the legislation was in 
Parliament.  An immediate consequence of this was a dramatic drop in 
motivation within [the Section] and the loss of a significant proportion of 
the initial goodwill towards [the Organization] (Submission to Senate 
Standing Committee On Industry Science And Technology 6/9/91). 
 
The level of feeling this generated can be further gauged by the following 
handwritten comment by a member of the Staff Consultative Committee 
(formed in February 1990 to assist with communications on the transition) on 
a copy of the 4 December minute:   
THIS LETTER INSINUATES TO STAFF THAT ALL DECISIONS HAVE BEEN 
MADE OR APPROVED OF BY THE CONSULTATIVE COMMITTEE.  THIS IS A 
LOAD OF COMPLETE BULLSHIT.  WE WERE ASSURED FROM THE START 
THAT STAFFING IN [THE ORGANIZATION] WOULD BE UNDER THE PSA - 
THEREFORE NO NEED FOR MOBILITY PROVISIONS ETC.  AT NO TIME 
WAS THE CHANGE IN EMPLOYMENT CONDITIONS (IE OPTIONS) 
DISCUSSED AT ANY CONSULTATIVE COMMITTEE MEETING.  IN OTHER 
WORDS WE WERE FOOLED FOR 9 MONTHS (signed and dated 4/11/90). 
 
Discussing the Staff Consultative Committee during testimony to a Senate 
Inquiry later the following year the same member says: ‘It was, in my opinion, 
a charade.  In retrospect, I think it was set up in order for management to say 
that the correct consultative procedures were being followed’ (Senate Hansard 
5 and 6 September 1991:IST119). 
 
This climate led to certain senior executives within the Section, whose jobs 
were definitely ‘up for grabs’, to embark on a campaign to have the whole 
move stifled from within: ‘some senior executives actively worked to 
undermine the change process’ (taped interview senior transition team 
members August 1995).  There were various tactics employed to do this such 
as sending internal minutes to opposition Ministers, spreading mischievous 
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rumours about ‘every employee being a bastard’ and that staff were ‘tearing 
up your Terms and Conditions’ (ibid).  Such actions eventually created a 
groundsel within the section that ‘we don’t want to go to the new Authority 
now’ (ibid), as mistrust of the new arrangements within the section became 
entrenched from Senior Management to the shop floor. 
These factors combined with the ‘crash through or crash’ leadership style 
of those responsible for bringing about the transition led to the leadership 
‘digging in’ and pushing much harder to get the transition through.  
However the Department’s leadership was now working up against an 
active resistance to the change from all levels of the Section concerned.  
This led to the leadership pushing harder than they would have normally 
which only served to exacerbate the now organised resistance and its 
resultant difficulties (ibid).  
 
 
Behind The Scenes  
It is time for a brief diversion to discuss what was going on behind the scenes 
in order for the reader to see what the staff suspected but couldn’t fully gauge 
at this stage - the larger context in which events were happening.  The 
Minister, having assured staff their rights would be protected, wanted them to 
be transferred under the PSA.  However, the Industry and the Secretary of the 
Department were adamant that the new Organization be able to set its own 
terms and conditions.  The Industry’s position was made clear in point 10 of a 
letter to the Minister dated 15 August 1990 and signed by the Chairman of the 
peak Industry body:  
10. We do not think it is constructive to put any specific figure on [the 
Organization’s] staff numbers … (b) [The Organization] can’t be in a 
position to give early guarantees of permanent employment to anyone. … 
(d) That staff be transferred to [the Organization] on the understanding 
that it will be a secondment for a specified period to decide on future 
employment and that they will have a further transition period to return 
to [the Department] (1990:3-4). 
 
The Secretary of the Department’s position was made clear in briefing notes to 
the Minister dated 31 October 1990 on the Resource administration, which the 
Minister had called for during a previous meeting on 18 October 1990.  In the 
notes it states that the Minister ‘sought supplementary briefing on: - the 
processes under the new arrangements for protecting the rights of present 
[Section] staff, and the activities’ they would be engaged in.  Under the 
heading ‘Protection of the Rights of Existing [Section] Staff’ it states (quoted in 
full): 
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When approving the Policy Statement you said that the terms and 
conditions of existing [Section] staff must be protected in the transition 
to [the Organization] including the continued access of these staff to 
employment under the Public Service Act (PSA). 
 
This requirement has been emphasised in the work to date in 
implementing the Policy Statement 
 
- particularly in the consultations which have been held with [Section] 
staff about the transition to the [Organization], 
 
- and in the instructions which have been forwarded … for the drafting 
legislation to establish [the Organization]. 
 
In implementing arrangements to provide the required level of protection 
for [the Organization] staff it may however be necessary to do more than 
provide them with continued cover under PSA terms and conditions 
 
- as this could have the unintended effect of locking the existing staff 
into the PSA so denying them and other staff  who subsequently join 
[the Organization] the option of negotiating more favourable terms 
and conditions with the [Organization’s] board 
 
- whilst also placing constraints on the capacity of the [Organization’s] 
board to achieve the high levels of operating efficiency and 
effectiveness they will be tasked with. 
 
An appropriate way to safeguard against these possibilities would be to 
provide continued PSA cover for present [Section] staff through the 
transitional and consequential provisions of the new legislation while 
providing the [Organization’s] board with the power to set their own 
terms and conditions after that time in the new Act. 
 
These proposals were discussed in general terms at a Staff Consultative 
Committee meeting without adverse reaction (31/10/90). 
 
This minute (ref 0414) was cleared by the Executive Director and signed by the 
Secretary. 
 
Minister’s Second Reading Speech 
The terms and conditions issue came to a head in a series of meetings 
between November 1990 and February 1991 involving the Secretary and the 
Minister, who had already prepared his Second Reading Speech for the House 
of Representatives: 
I turn now to the matter of staffing for the new [Organization]. I have 
consistently stressed that I want the employment conditions of the 
current staff in the [Section] to be safeguarded, and for this reason 
employees transferring from the [Section] to the [Organization] will 
continue to work under the Public Service Act 1922 and will continue to 
enjoy their current conditions of service, including superannuation 
entitlements, unless they choose otherwise. 
 
The [Resource] administration transitional provisions and 
consequential amendments bill which will be introduced in the 
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Autumn setting will explicitly provide for existing staff to 
continue to be covered under the Public Service Act. 
 
I also recognise the importance of providing the [Organization] with the 
flexibility to develop remuneration packages to attract and reward staff 
with particular skills.  For this reason the legislation will give the 
[Organization] the power to set the terms and conditions of those new 
employees who are recruited from outside the [Organization], or who 
transfer from the [Section] and who do not wish to be covered by 
the Public Service Act 1922. (House of Representatives [Resource] 
Administration Bill 1990 Second Reading Speech … Document No. 0444 
emphasis added) 
 
Reminiscent of the British television series Yes, Minister, the Minister was 
eventually persuaded to soften his position and remove the words from his 
speech highlighted in bold above.  However, even with those words deleted 
the Minister still made it clear to the Parliament that his intention was for staff 
to be employed under the PSA.  
 
Indeed replace the first ‘will’ in the opening paragraph of the above quote with 
the word ‘to’ and it matches perfectly with the House of Representatives 
Hansard of 6 December (1990:4650).  The main strength of the Secretary’s 
argument was that he had the law on his side, as he pointed out to the 
Minister, under section 81C (1), (2) and (3) of the Public Service Legislation 
(Streamlining) No. 153: 
Where the Prime Minister certifies in writing that a function that has been 
performed by persons appointed or employed under this Act [PSA] is to 
be performed by a Commonwealth Authority, the Board may, by 
declaration in writing published in the Gazette, declare that specified 
officers or classes of officers are in the employment of the 
Commonwealth authority (1986:41). 
 
The legislation only leaves the Commonwealth with the power to ‘determine 
any special terms or conditions of employment that are to apply to the 
persons’ (ibid), such as Long Service Leave and Superannuation.   
 
The Section staff felt so strongly about this that they lobbied the Minister to 
impose that the Authority keep the Public Service Act and employ people under 
the same terms and conditions as they had been in the Department.  As well 
as individual staff members appearing before the Senate Committee (see 
below), there was also considerable open and public criticism of the 
Department’s senior management.  However the ‘management was well 
intentioned toward staff on their Terms and Conditions and were genuinely 
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doing their best to ensure that the staff would be better off than under their 
current arrangements’ (Taped interview senior transition team member August 
1995). 
 
1991 
After an ‘all too short’ Christmas break for those involved, a meeting was held 
on 13 February 1991 between staff PSU representatives, the Executive Director 
and the Minister at the Minister’s office, where he assured staff that ‘as things 
are at the moment all staff below ASO8 will go across under the Public Service 
Awards and Conditions’ (meeting minutes).  The Minister went on to say that 
staff above ASO8, which is only the Senior Executive Service, would be under 
‘different conditions’ - contract.  After stating that he knew the first thing 
Industry will want is to get rid of the PSU terms and conditions, the Minister 
asked ‘why is it not possible to get an agreed statement of terms and 
conditions under Tier 1’, which would allow staff to return to the Department 
within three years with no loss of entitlement.  To which the Executive Director 
responded that ‘the Public Service Commission had not allowed Tier 1 
transfers’ (ibid).   
 
The Minister then asked ‘why the Secretary could not provide an agreement to 
take care of staff’ - to maintain PSA cover.  The Executive Director replied that 
he ‘could seek the Secretary’s agreement’ but ‘he did not undertake to do so’.  
It was at this instant the staff PSU delegates realised that they ‘had both 
forgotten that the Secretary has wide discretionary powers’, in effect giving 
him the power to determine what arrangements are made for staff.  Then the 
Minister asked: ‘If later the whole thing folds, can [the Organization’s] people 
be given assurances that they can come back?’  To which the Executive 
Director responded he ‘was sure such assurances could be given’.  It was also 
in this meeting that the workplace delegates fully realised what they were up 
against when the Minister said: ‘As Minister I can go a fair way, but can’t give 
whole assurance.  At the end of the day I can’t roll it’ (ibid). 
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The Compromise 
By March 1991 the Minister’s position had weakened further as he realised he 
did not have the authority to guarantee terms and conditions of employment 
for the staff at the new Organization.  In response to the Section staff’s letter 
to him raising ‘concerns about the terms of employment for [the Organization] 
between its start-up time and the agreement of an award between the new 
Board, DIR [Department of Industrial Relations] and your Union’, the Minister 
wrote to the staff workplace delegates saying he will write to the newly 
appointed Chairman-designate of the Organization: 
… I will make it clear … that I will expect staff of [the Organization] to 
have conditions no less than the current APS ones up until the time the 
new award is agreed.  I am also prepared to agree for the legislation to 
be drafted so that it clearly specifies that the present staff award will 
continue until [the Organization’s] award is finalised.  … it is essential I 
give the Board … the decisions over what the structure of the Authority 
will be and how many it will employ.  However, under the government 
arrangements which will apply to the transition, there will be an 
automatic entitlement for any staff retrenched from the authority to 
return to the APS [Australian Public Service]. 
 
On this the Minister was able to keep his word and the intent outlined in his 
letter to the workplace delegates was enshrined on page 3 of the [Resource] 
Legislation (Consequential Provisions) Bill 1991. 
 
However, by this stage most staff had lost all confidence in the process and 
trust in their superiors.  The legislation only stated that a person who was 
previously employed by the Section under the PSA 1922: 
… is taken, until [the Organization] determines otherwise, to be engaged 
on the same terms and conditions, and to be subject to the same 
industrial award, as applied to the person immediately before that 
commencement (Clause 7(1)(a) & (b) Consequential Provisions Bill 
19/4/1991:3). 
 
This was seen by staff as yet another assurance which the Organization could 
change whenever they were transferred to it.  In effect staff would not be 
under an award but be covered by the above clause which meant that the 
Organization had to employ them under their old terms and conditions until 
new ones had been agreed to.  Furthermore the new award was to be 
negotiated through the Enterprise Bargaining process which was also new to 
staff. 
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The Section’s staff developed the perception that they had won their battle 
over Terms and Conditions until the Minister, ‘who had always thought that the 
new Authority’s Board should determine the terms and conditions of 
employment, announced that on commencement of the Authority, until the 
Board determines the terms and conditions for staff the same terms and 
Conditions will apply as if they were still with the Public Service’ (taped 
interview with senior transition team member August 1995).  To the staff in 
the Section concerned this was ‘tantamount to betrayal and several staff left as 
they thought they had been let down by the Minister’ (ibid). 
 
The legislation seemed of little assurance to staff who had by now organised a 
staff action group and bought in an Industrial Organiser from the PSU.  By 12 
April the talk of industrial action, which was first raised with the Executive 
Director in a meeting on 26 February 1991, had stepped up with the passing of 
a resolution setting out clearly the workplace bans that would be imposed 
should action become necessary (PSU Bulletin 12/4/1991).  It was during the 
26 February meeting that staff were informed that the Chairman of the new 
Organization had been offered the job, which he hadn’t accepted yet, and was 
being retained on a 50-day consultancy to, among other things, ‘start 
meaningful negotiations with staff on terms and conditions’ (meeting minutes 
26/2/1991:1). 
 
On 15 April the group met with the Secretary of the Department where he 
stated that ‘it had always been his intention that [the Organization] not be 
staffed under the Public Service Act PSA’ (minutes of meeting with four 
signatories 1991:2-3 - their emphasis).  He also said he did not know about 
the PSA assurances given to staff until ‘about 8 months, but don’t quote me,’ 
after they were given in February 1990.  When shown a copy of his 21 June 
letter in which he clearly states staffing would be under the PSA, the Secretary 
replied that he ‘must have signed it when he was in a hurry and not read it 
properly’.  In a final comment to the meeting the Secretary gave his assurance 
that ‘he would take a personal interest in the outcome, even if he could not 
guarantee personal involvement’ (ibid). 
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The Response 
Staff were dismayed at the Secretary’s ‘blase attitude’ to his 20 June letter and 
what they saw as ‘his total disregard for [Section] staff’.  A good indication of 
where things were headed were the final comments in the minutes to the 15 
April meeting: 
We are now, more than ever, convinced that settlement can obviously be 
attained only by negotiation between the Minister / senior management 
and the Union.  If necessary industrial action may need to be taken 
(ibid:4). 
 
At this stage the Organization was to begin operating on 1 July 1991 with a 
proposed simulation already under way; however, with the simulation 
abandoned and growing threat of industrial action the Section was thrown into 
a state of turmoil:   
The overall effect on [the Section] is fast becoming one of confusion, 
indecisiveness, and an almost overwhelming stress which is pervading 
our working lives and no doubt our private hours, and which will lead 
ultimately to apathy and a form of collective depression (handwritten 
note dated 12 April 1991 unsigned). 
 
To quote one Senior Executive involved with overseeing the transitional 
arrangements: ‘This type of invective was new to us - management; we had 
completely underestimated the problem - the response and resistance from 
staff’ (taped interview senior transition team members August 1995).  
There was a lot of misconception and misunderstanding that is perhaps 
understandable in hindsight given the level of fear the staff had 
developed toward the change.  The problem was that we almost ignored 
the issue of communicating with the staff personally and regularly to 
explain to them exactly what was going on.  We worked very hard with 
the Minister and his staff, with Industry and with the Senate, but we 
thought the benefits for the staff were so great and obvious that they 
would be self evident.  But it wasn’t seen that way by staff, it was seen 
as a threat to them as they were the first [Section of a Federal 
Government Department] to go out [of the Public Service].  The next one 
had far less drama associated with it as they had seen that the people 
involved in the first [transition] had not lost (ibid).   
 
 
Industrial Action 
In an attempt to avoid industrial action being taken, a meeting was arranged 
with the Minister, the Executive Director and National, State and Section 
representatives of the PSU on 7 May 1991.  At this meeting it was agreed by 
the Executive Director that the Union had ‘legitimate concerns for safeguards 
and welcomed discussion on clause 7 of the Consequential Provisions Bill’ 
(about the award cover during the transitional arrangements); but there was a 
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definite ‘no’ to the question of the new Organization employing staff under the 
PSA (minutes 7/5/91:2-5).   
 
At a 13 May meeting in the Section the Minister’s response to the earlier 
resolutions calling, among other things, for him to be involved with 
negotiations, was rejected and resolutions were unanimously passed 
requesting the PSU to take over negotiations and to invoke the workplace bans 
previously agreed upon (PSU Bulletin 13/5/1991).  At a further meeting 
between staff and the Executive Director on 20 May the Executive Director 
acknowledged that ‘People are obviously under stress and should be able to go 
to a counsellor at Department’s expense’ (minutes 20/5/91:9) - something 
that was previously refused.  
 
Chairman’s Position  
This must have been a difficult time for the new Chairman to be appointed: for 
besides the struggle over terms and conditions now in the hands of the PSU; 
the Industry Commission had commenced a public inquiry into the cost 
recovery process for the Resource; the legislation had been referred to a 
Senate Committee by the Opposition; and a new Minister had been appointed 
to the Portfolio.  Furthermore, on 26 June the work bans spread across the 
whole Department as the PSU’s industrial campaign got under way (PSU 
Bulletin 1991), and the dispute hit the press under headlines such as: 
‘[Resource] management proposal a blueprint for trouble’ and ‘Laws will 
protect [Industry] rather than their [Resource]’ (Canberra Times 8 & 9 July 
1991).  
 
In a meeting on 30 May with the Executive Director, Chairman designate and 
the workplace delegates, the Chairman designate made his position clear:  
I would prefer to have terms and conditions specific to [the Organization] 
rather than part of any larger mass [PSA], where decisions which 
influence [the Organization] may be taken without justification.  I want 
control over our own destiny to create a corporate culture (Minutes from 
Non-negotiation meeting with Executive Director 1991:10). 
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Senate Inquiry  
Due to the delay with the legislation, the opening of the Senate inquiry 
where individual staff members were appearing before the Senate in a 
Public inquiry, and the organised resistance to the move from within the 
Department the first deadline for the start-up of the new Authority was 
missed adding considerable anxiety and tension to the whole situation.  
This was taken as a real victory by the Section leaders who were fighting 
to have it stay within the Department, and were now lobbying the Senate 
directly and indirectly through the inquiry (taped interview with senior 
transition team members August 1995).  
 
Staff did appear before the Senate Inquiry represented by the PSU and their 
workplace delegates, but not without further drama with claims that staff were 
being ‘gagged’ and not allowed to appear before the inquiry also reaching the 
press.   
 
Although the Senate found that the ‘gagging’ complaint was not sufficiently 
substantiated to be upheld it did manage to recommend no fewer than 80 
amendments to the legislation.  The Minority report included in the 8 October 
1991 Senate Report best sums up the position: 
The large number of Government amendments -- 80 in all -- shows 
clearly that the legislation was fundamentally flawed.  The fact that 
amendments were still being drafted and altered shortly before the 
Committee meetings which resolved to accept them suggests that there 
may still be important flaws in the Bills which have yet to be detected 
and rectified  (Senate Report 1991:27). 
 
Indeed, the Minority Report was prescient in its prediction of ‘important flaws’ 
that were ‘rushed through prematurely’ as the Organization and Industry is still 
- in 1998 - having difficulty coming to grips with some of the problems created 
by the lack of ‘due consideration’ (ibid) given to the legislation before it was 
passed. 
 
The debate continued in this fashion throughout the rest of 1991 with the 
heavily amended legislation eventually being passed through the Parliament on 
14 October 1991 (Hansard:1834-44).  It was only through the Senate Inquiry 
that the Ecologically Sustainable Development initiatives were included in the 
legislation governing the Organization.  Staff, now numbering around 100 
(from 120 at the beginning), eventually lost their battle to be covered under 
the PSA but were guaranteed to be paid the equivalent of the PSA until such 
time as the Board of the new Organization negotiated a new award with them. 
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Senior Officer’s Diary 
It turns out that the Senior Officer who reported to staff about the Secretary 
‘raising his eyebrows’, informed the workplace delegates that the Secretary did 
not want staff to be employed under the PSA back in the first week of February 
1990.  In this way the workplace delegates were unofficially informed that staff 
were not going to be employed under the PSA right from beginning.  ‘… I had 
also heard information from the very beginning … [that] … came from quite 
reputable and senior sources that there was no intention, right from the start, 
to have staff employed under the Public Service Act (workplace delegate 
testimony in Senate Hansard 1991:IST119) - little wonder the rumour was so 
persistent. 
 
In personal diary entries dated 6 and 7 February 1990, the senior officer made 
the following comments about meetings he attended with transition leadership 
and management consultants: 
[The Principal Policy Adviser] evidently holds the view that a skeleton 
staff only (about 30 people) will be moved out of [the Department] and 
will continue the work of [the Section] as the Board sets up [the 
Organization]. … once [the Organization] is set up, the skeleton staff’s 
jobs will be thrown up for grabs thereby ensuring no job security for 
skeleton staff … unclear what happens to rest of [the Section’s] jobs but 
the implication appears to be that these jobs, too, will be up for grabs.   
 
- [The Acting Assistant Secretary] objecting that [the Minister] agreed 
to the establishment of the [Organization] only when it was 
understood that there would be minimal disruption to staff - 
anything else making a mockery of all the work put into the Policy 
Statement. 
 
- … fundamental difference of opinion surfaced between [the Acting 
Assistant Secretary] and [the Principal Policy Adviser] on the 
mechanics of setting up [the Organization] -- which consultants 
pointed out as destructive on staff (ibid 6/2/90). 
 
The Senior Officer goes on to describe the aftermath of the meeting:  
Afterward I gather [the Acting Assistant Secretary] was depressed, 
wondering whether he should resign, but as it was evident that the [the 
Principal Policy Adviser / Secretary] viewpoint is not that of [the Minister 
/ his Staff] that he and [and who?] … were considering contacting [the 
Minister / his Staff] directly on the matter. 
 
- … reported that at [peak Industry Council meeting the Minister] gave 
his version of what would happen to [the Organization] and that a 
little later [the Secretary] gave his version, effectively telling 
industry they would have far more control than indicated in the 
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policy statement and certainly contradicting his minister in front of 
industry. 
 
- [Minister] not at all pleased with [the Secretary] on that score. 
 
It is evident from these diary entries that the Minister and the Secretary had 
disagreed over central aspects of the transition right from the start.  The diary 
entry concludes saying that they ‘agreed that [the Minister] should be 
approached independently’.  It was further agreed that nothing ‘be passed on 
to other members of staff on the grounds that there was no need to increase 
stress levels, but there was some consideration given to holding a staff 
meeting (ibid). 
 
The next day’s diary entry discusses a meeting of ASO8s and above (senior 
management) during which the Principal Policy Adviser ‘did not mention the 
30-member skeleton crew idea’; however: 
- he thought staff (unclear whether some or all) who go to [the 
Organization] in the interim would be on short-term contracts, eg 2-
year, with the board having the decision whether / not to renew 
contracts. 
 
- meeting agreed that need to get something out to staff soon, in 
order to counteract rumour  
 
Have to accept there will be jobs lost (diary entry 7/2/90). 
 
These meetings, held back in February 1990, were with the same Principal 
Policy Adviser and Executive Director who repeatedly assured staff throughout 
1990 that they would be employed under the PSA and that there would not be 
a drop in staff numbers overall.  Regardless of what their reasons were I think 
it fair to say the transition was not particularly well managed by those 
responsible for overseeing it.  Reasons offered as to why the staff were misled 
throughout 1990 over terms and conditions ranged from ‘in order to avoid the 
inevitable ‘bunfight’ for as long as possible’ to ‘not give us long enough to find 
other employment before we would be compulsorily transferred’ (staff 
members interviewed June 1994).   
 
The New Organization: Early Days 
Thus the Organization eventually came into being on 3 February 1992 and 
moved to its new premises in April / May the same year.  About twenty of the 
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Section’s staff stayed to work in the Resource policy section with the 
Department, that advises the Minister.   
Lots of people didn’t want to be with [the Organization] and took 
redundancy payments or stayed with the Department.  This created a 
cultural overhang from the past that was to make things difficult, 
especially in the early days, as people who were disaffected by the 
transition and stayed with the Department could, and did, cause 
difficulties with communication, as the department still has an active role 
advising the Minister on the overall operation of the new Authority (taped 
interview with two senior transition team members August 1995).  
 
The Human Resources Manager (HRM) began working for the Organization in 
May 1992 and the Managing Director was appointed in July the same year.  
Both were immediately confronted with the resentment and mistrust carried 
over by a lot of the Organization’s staff; however, neither knew the depth of 
the problems.   
 
Adding to the resentment and mistrust, the Public Service won a 2.5% pay rise 
just before the transition took place and a further 3% immediately after the 
transition was completed, but before the Board had determined the 
Organization’s terms and conditions of employment.  Although the legislation 
said that staff would be on the same terms and conditions as if they were still 
with the Public Service, the Board did not feel that it should be bound dollar for 
dollar with a decision that was implemented in the Public Service:   
It was more of a philosophical discussion as the Board was not in 
disagreement about the salary increase but disagreed considerably on 
why it should be paid. The Board wanted to break the nexus and be seen 
as outside the Public Sector (interview with senior manager August 
1995). 
 
However, the perspective amongst staff was that the increase in Public Sector 
salaries meant that they should get it also.  However, when clarification was 
sought by the Attorney General’s Department it was deemed that the 
legislation was different in that it didn’t meet the letter of the law.  So different 
that the new enterprise agreement struck by the Public Service increasing their 
salaries was deemed not to apply to those now employed by the Organization.  
In this way staff’s earlier fears about the lack of award coverage during the 
transition materialised. 
Boy what a time for that to happen, especially when added to the drama 
we were already experiencing when we were trying to change over.  It 
was incredibly frustrating and stressful not reaching our goals but that 
was the environment we had to work in.  The troops were getting very 
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restive and there was talk of industrial action and a couple of the Board 
members were getting restive on the other side and were saying we are 
not going to give anything away until we get something in writing -a sign 
of good faith- from the union and employees (taped interview with senior 
management and transition team member June, 1994).   
 
Adding to the early tension was the fact that the Department of Finance had 
tried to get the Organization to reduce staff numbers within the first few years 
of operation, something management was eventually able to change, but they 
had little success with changing staff perceptions.  Management were 
committed to a program of voluntary redundancy to achieve budgeted staffing 
levels, however, it was not a proactively managed program which itself created 
problems because when someone left others were simply expected to take up 
the slack.  Many people continually complained about the lack of job certainty 
and expressed fears that they would be next to go (first round of one-on-one 
interviews May / June 1994). 
 
SUMMARY   
In December 1989 the Minister announced the government’s initiative to 
transfer a Section from a large Commonwealth Department to a Statutory 
Authority.  The initial impetus for the transition came from mostly outside the 
Section and in the beginning had ‘enthusiastic’ support from both staff and 
management.  However, ‘It is what has happened since then; the hidden 
agendas; the fact that the truth has not been given to us; and the fact that we 
have been misled’ that has made the whole Section ‘very suspicious of 
anything’ management says or does (Senate Hansard 1991:IST122-3).  In 
particular the mismanagement of the terms and conditions issue soured the 
whole transition, quashing any initial enthusiasm held by staff for the new 
Organization.  Eventually the animosity between staff and management over 
terms and conditions of employment led to the involvement of the Minister, a 
Senate Inquiry, Industrial Action and Press coverage. 
 
The tension was exacerbated soon after the transition took place when the new 
Organization’s board decided not to honour commitments made to staff on 
their award cover during the transitional period.  Eventually the board’s action 
led to further threats of industrial action by staff at the new Organization and 
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in this way the suspicion and mistrust, formerly of the transitional leadership, 
was transferred to the management and board of the new Organization and 
the Initial Conditions of the Organization's culture began to embed.  Eventually 
after some 20 months (September 1993) the Organization finally agreed to 
giving staff their pay rise due under the commitments given, but not 
retrospectively, adding resentment to the suspicion and mistrust now 
simmering just below the surface.  In this manner the Organization’s first 
‘interim’ EBA was struck: ‘it was a fiddle about at the edges to get a pay rise - 
not an EBA’ (Terms and Conditions Working Group Member who helped 
negotiate EBA personal communication August 1995). 
 
Given what transpired from the time the Policy Statement was released in 
December 1989 and beginning the implementation of the Intervention with the 
Organization in May 1994, it was not surprising when the HRM informed me 
that she had been presented with the ‘wet sponge award’ by staff for her first 
Christmas (1993) present at the Organization, as she had ‘a constant stream 
of people in her office everyday who were crying their eyes out over the pain 
they were experiencing’ (personal interview August 1995).  The ‘desperation’ 
in the Organization had gradually subsided to a state of ‘crisis’ since staff got 
their long awaited pay rise with the striking of the first ‘interim’ EBA.  The 
question now became: How to bring about a transformation in the 
Organization’s culture to help ease it out of its crisis into a more settled state? 
 
Attention now turns to the research methodology I used for this research. 
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CHAPTER 5 RESEARCH METHODOLOGY  
In research as in conversation, we meet ourselves  
(Morgan, 1983:28). 
 
 
AIM / ATTRACTOR: 
To develop a methodology for evaluating the effectiveness of the intervention 
within the context of the Complexity Theory of Change set out in the previous 
chapters and to use that methodology to evaluate the effectiveness of the 
Intervention against its stated aims.  The development of the Intiffegrated 
Action Research Methodology (IARM) emerged from repeated attempts to find 
a methodology that satisfied both the need for rigour and the flexibility to 
adapt it to the research situation without sacrificing the rigour.  This chapter 
begins with an overview of the context of Social Science within which the IARM 
is embedded, before moving on to setting out the methodology used for 
analysis and the methods used for data collection.  The chapter finishes by 
setting out a series of points that establish the validity criteria for the research. 
 
Objects of the Research 
The primary objective of the research is evaluating / assessing: was the 
Intervention successful in bringing about a revolutionary transformation in the 
Organization’s culture as defined in chapter 6: ‘A cultural transformation occurs 
whenever substantial changes take place in the strategy, structure and power 
distribution of an organization within a single year and the behavioural changes 
to maintain it are successfully institutionalised’.  There are two levels that this 
can be assessed on: the Organization as a whole and the individual level.  The 
surveys and other methods discussed below were implemented to assess the 
level of change to the Organizations culture overall.  Whilst the Action 
Research Group surveyed staff in an attempt to assess how well those changes 
had been institutionalised by assessing the amount of individual change 
participants had undergone.  This was done because for the changes to be 
institutionalised there would have to be some degree of change on the 
individual level.  
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SOCIAL SCIENCE 
I view the Social Sciences as not in any way separate from the whole complex 
adaptive system outlined in the previous chapters (2-3); rather Social Science 
is simply an emergent phenomena of the CAS that needs to be understood and 
accounted for within it.   
 
A good example of the tenacity of the Initial Conditions of a CAS is how the 
Social Sciences are still constrained, after more than 150 years, by the debate 
that originated with its founders.  On one boundary of the CAS of social 
science, founders such as Condorcet, Durkheim and Comte were attracted to 
the creation of a ‘social physics’ (Schwartz & Jacobs, 1979:13) by using the 
methods of the natural sciences to quantify and predict social phenomena.  
The methodological approach envisaged by the social physicists became known 
as ‘sociological positivism’ (Burrell & Morgan, 1994:7), which emphasises the 
reductionist focus to ‘… reduce complex and obscure propositions step by step 
to simpler ones [parts]’ (Descartes in Anscombe & Geach, 1976:157).   
 
However, founders representing the other boundary such as Schleiermacher, 
Weber and Dilthey were attracted to the creation of a ‘human science’ (Blaikie, 
1993:30), that Weber attempted to make credible by using statistical methods 
of analysis favoured by the sociological positivists.  The methodological 
approach envisaged by the human scientists became known as ‘German 
Idealism’ (Burrell & Morgan, 1994:7) which, emphasising the holistic focus of 
hermeneutics, completes the second half of Descartes' famous dictum: ‘and 
then, by retracing our steps, try to rise from intuition of all the simplest ones 
to knowledge of all the rest [whole]’ (Descartes in Anscombe & Geach, 
1954:157).  However, what seems to have been forgotten during the 
methodological debate in the social sciences, that ‘… has raged continually as 
though one or the other paradigm should eventually win’ (Newman & Benz, 
1998:12), is that the two ‘sides’ are simply the boundaries of the one complex 
adaptive system. 
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Differentiated 
This war of words that ‘… has raged for at least a hundred years’ (Blaikie, 
1993:11) between those identified with the positions of either boundary has 
resulted in the emergence of a remarkably differentiated body of 
methodological approaches toward the investigation of social phenomena.  
Today the differentiation is such that: 
For the student of social science, and the novice researcher, the task of 
coming to grips with the range and diversity of even the basic literature 
across these fields of academic endeavour is daunting, if not impossible.  
A common solution to this problem is to adopt one path from the 
intersecting maze, one paradigm or theoretical perspective, and travel 
along it with blinkers firmly in place.  Another is to be uncritically eclectic, 
gathering up and combining bits and pieces of various approaches.  While 
it may have been possible to sustain such behaviour in the past, it is no 
longer defensible.  More sophisticated solutions are required (Blaikie, 
1993:1-2). 
 
The approach taken in this chapter emerged from repeated attempts to find a 
methodology that represented the way I actually did the research.   
 
Unscientific 
The differentiation and emergence of the myriad methodological approaches 
has led to the social sciences being ‘… criticized as not scientific …’ (Bonnell & 
Hunt, 1999:1).  The lack of unity in approach, a hallmark of the natural 
sciences, led one philosopher of science to suggest that, with regard to 
methodology in the social sciences, ‘There is only one principle … : anything 
goes ’ (Feyerbend, 1993:28).  However, what some see as its principle 
weakness I see as a source of its principle strength.  Using the Complexity 
Theory of Change presented in Chapter 2, the differentiated methodological 
approaches can be integrated into a new framework, or context, from which a 
new, more integrated, methodology emerges.  The following diagram 5.1 sets 
out the existing social science knowledge in a CAS framework. 
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DIAGRAM 5.1 : SOCIAL SCIENCE AS A CAS 
 
 
ACTION RESEARCH  
This research is particularly suited to the use of Action Research as the broad 
methodological approach to the study.  The approach is ‘participatory’ (Brown 
& Kaplan 1981:303; Hall: 1981:455) in that the subjects of the research are 
also researchers.  A subgroup, the Action Research Group (ARG) was formed 
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within the Organization that participated in: 1) the initial negotiations; 2) 
developing a diagnosis; 3) deciding on the approach / methods to be used; 
and 4) analysing and understanding, or making sense of, the process (Brown & 
Kaplan 1981:303) and is conducted as a collaborative inquiry (Torbert 
1981:333 & 1983:272).  The Action Research models are all variants of the 
theme: ‘Look, Act, Think’ (Stringer, 1999:17), however from where, what 
position, does one look, act, think, is not incorporated into any of them.  
Shortcomings such as this with the existing Action Research methods 
presented by: Lewin (1947a), Elliot & Adelman (1973), Susman & Evered 
(1978), Reinharz (1979a), all consisting of an iterative set of steps and often 
criticised for being ‘rigid and confusing’ (McNiff, 1988:33), led to the 
development of a particular version of action research that I call the 
Intiffegrated Action Research Methodology (IARM).   
 
Iterative Steps 
Action Research had its beginnings with Lewin (1947a) whose greatest 
contribution, according to Marrow (1969), was that:  
On the abstract level may have been the idea of studying things through 
changing them and seeing the effect.  This theme – that in order to gain 
insight into a process one must create a change then observe its variable 
effects and new dynamics – runs through all of Lewin’s work (in Sanford, 
1981:174). 
 
The idea of taking action in the world and observing its effects is central to the 
Action Research model and is from where it draws its name.  Lewin’s model 
consisted of the following iterative steps: analysis of the problem; 
conceptualisation; data gathering, planning; execution; evaluation and 
training.  This remains a far cry from the positivist’s stance that attempts to 
separate each of the ‘intimate family of activities that constitutes’ Lewin’s 
model (ibid:176).  According to Susman (1981), whose model includes five 
similar steps (diagnosing, action planning, evaluating, and specifying learning) 
the phases closely parallel the steps that John Dewey (1933) outlined as 
necessary for reflective thinking.   
 
Reinharz (1981) suggests a similar ‘learning cycle’ of five steps as a model for 
new paradigm researchers: Acting and Experiencing; Reflecting; Integrating; 
 115 
Chapter 5 – Research Methodology - 116 
Communication and Planning; and Evaluation.  He goes on to say that although 
the diagram ‘appears as a cycle, in actuality the image should be a spiral, with 
the propelling energy derived from critically reviewing the cycle just undergone 
and then moving on to a different cycle’ (430-431).  Susman (1981) says that 
the researchers' confidence in the knowledge they ‘have gained increases by 
following the hermeneutic circle (Gadamer, 1975), or what Kaplan (1964) calls 
the ‘circle of interpretation’’: 
Which takes the form of attempting an initially holistic understanding of a 
social system and then using this understanding as a basis for 
interpreting the parts of the system.  Knowledge is gained dialectically by 
proceeding from the whole to the parts then back again.  Each time an 
incongruence occurs between part and whole, a reconceptualization takes 
place (Susman, 1981:99) 
 
This process of reconceptualization is similar to Rorty’s (1991:59-80) model of 
recontextualization. 
 
Structure & Process 
Although the Complexity Theory of Change was developed out of reading in the 
physical and life sciences, interestingly its starting point, the relationship 
between process and structure, is the way ‘… organizations have been defined 
for decades’ (McKelvey, 1999:8).  Existing action research methodologies are 
all presented as a set of iterative steps, which leads to a focus almost 
exclusively on the process boundary of the system leaving it a structurally 
weak methodology.  The iterative steps in each case are variants on the 
central action research theme of: Planning; Acting; Observing; and Reflecting. 
This mimics the basic process of mind as it is, and excludes the more structural 
aspects of the psyche.  
 
Furthermore, action research is an interpretive approach, yet curiously none of 
the above methodologies begin with the identification of the researcher’s own 
subjective position in the wider structure of social thought - something that is 
regarded as ‘crucial to any interpretive understanding of social phenomena’ 
(Morgan, 1983:21; Rowan & Reason, 1990:xiii). 
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Principles Of Action Research  
As already mentioned, the core principle of action research revolves around 
Lewin’s idea of taking action in the world and observing the effects (Sanford in 
Rowan & Reason, 1981:174).  Such action is always undertaken with the 
intention to engage people in their own research on their own lives, and is 
inclusive of their point of view: ‘The action of action research … implies change 
in people’s lives, and therefore in the system in which they live’ (McNiff, 
1988:3).  The results of such action, it is anticipated, will be increasing self-
knowledge of both the participants and the researcher: ‘Action research is … 
being aware and critical of [what one is doing], and using this self-critical 
awareness to be open to a process of change and improvement of practice’ 
(ibid:5-6).  And, importantly, action research regards theory as only of any 
value if it can be demonstrated to have practical applications (ibid:8).   
 
Personality 
Reason and Rowan suggest that the validity of action research ‘is more 
personal and interpersonal, rather than methodological’ (1981:244).  The 
Complexity Theory of Change suggests that the deep structure personality of 
the researcher, embodied in their physiology, is the primary constraint on the 
adoption of a particular methodology.  It therefore concurs with the views of 
Glassner & Moreno (1989) who suggest that ‘the aims of enquiry have a great 
deal to do with the background and attitudes – that is to say temperament – of 
the investigator’ (11).  And Blaikie (1993) who suggests that: 
The preference for a particular set of epistemological assumptions may 
also be the result of personality factors; the choice between an ‘outsider’ 
[structure] or an ‘insider’ [process] research strategy is likely to be 
determined by a perceived preference for predetermined, linear 
procedures as against a perceived ability to manage flexible, ambiguous 
processes (201). 
 
The basic predilection toward a position in the CAS of Social Science knowledge 
is embedded implicitly in the deep structure personality of the child enfolded 
into every adult.  The different positions exist in a preconscious form as 
suggested in the previous chapter as a basic metabolism, or metabolic pattern, 
that is regulated and differentiated by the different relations between the 
organs and represented in the brain.  Individuals come genetically predisposed 
to a particular type of personality of which it has been suggested (see chapter 
 117 
Chapter 5 – Research Methodology - 118 
3) there may be as few as four or five basic types.  The finding that there may 
be as few as four or five different personality types is consistent with the idea 
of deep structure stability accompanied by relative simplicity, and surface 
structure vulnerability and complexity. 
 
Critique Of Action Research 
McNiff suggests that: 
The elegance of action research is that it possesses within itself the 
ability to incorporate previous approaches, simply because its focus rests 
on the enquirer rather than his methodology.  It is primarily his insights 
and understandings that are moved forward by his own involvement in 
his enquiry (1988:8). 
 
If action research is ‘elegant’ because it is inclusive of ‘previous approaches’, 
then I would argue that it is at least as ignorant as it is elegant because it does 
so exclusively of the positivist boundary of social science knowledge:   
For enquiries that rest on hard-nosed analysis of data … action research 
is inappropriate.  For that, statistical methodologies are necessary 
(Reason and Rowan, 1981:7).  
 
Another shortcoming of action research then is that its conduct is dependent 
on a dystonic relationship with the positivist approach.  To exclude any 
approach is not consistent with the principles of Complexity Theory, which is 
inclusive of all available approaches to research. 
 
The ignorance is increased by the focus on the individual researcher rather 
than on a methodology.  If the individual researcher is to be the context within 
which validity is measured then the quality of the researcher’s intellectual 
schema becomes all-important, something that action research does not seek 
to incorporate in its method.  The action research process is also focused on 
enhancing reflective thinking as outlined by John Dewey (1933), and all of the 
action research methods surveyed agree that it is primarily a form ‘self 
reflective inquiry’ (Carr & Kemmis in McNiff, 1988:2). Yet by not insisting on 
the identification of the researcher’s position, exactly what ‘self’ are we 
supposed to be reflecting on?  And within what context does the reflection and 
evaluation take place?   
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Method Without A Theory  
Neglecting to identify the researcher’s position within the existing context and 
structure of social science knowledge leads to the ungrounded focus on the 
research process that contributes most to the rigidity and confusion about 
what it is action researchers are supposed to be doing.  It can lead to the 
projection of objectivity in an action researcher’s work whilst they remain 
largely unconscious of their subjective roots.  This is tantamount to doing 
nominalist science from the realist position – albeit unconsciously.  Hence the 
well-developed action research process remains ungrounded in the rich 
structure of social thought it emerged from and as such appears as a method 
without a theory.  As a result, after more than 50 years, the action research 
process remains little more than a technique rather than a fully-fledged 
methodology.   
 
TOWARD AN INTIFFEGRATED ACTION RESEARCH METHOD (IARM) 
Previous Systems Based Methodologies  
There have been previous attempts at developing systems based 
methodologies from Checkland’s ‘… systems-based methodology for real-world 
problem solving’ (1976:61), to Gell-Mann’s ‘… parts of a the CAS cycle’ 
(1994:25), both of which consist of an iterative set of steps.  However, 
Checkland’s (1976), frustration with the ‘somewhat irritating concept [of] … a 
systems approach to methodology for studying organizations’ (51) may be why 
there is still no widely accepted systems approach to methodology for studying 
organizations. 
 
Introduction 
In its broadest sense the Intiffegrated Action Research Methodology is an 
inclusive approach that uses both quantitative and qualitative research 
methods.  Allowing the researcher to use a combination of different research 
methods, depending on the research situation, empowers them to take action 
in the world.  The IARM doesn’t have a preference for any particular method 
but is free to choose from the many different methods and research strategies 
available.  Its main features are that: it is complex in that it involves the use of 
more than one research method; it is adaptive to different researchers and 
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research situations; and it is systemic with local change events having system 
wide ramifications.  The systemic nature of IARM means triangulation is the 
best suited methodology for analysis as it compares and contrasts findings 
from different methods, right across the research. 
 
The IARM approach is not an either / or method trying to prove a particular 
way right or wrong, rather it’s a question of what’s appropriate, what’s the 
best fit, for both the researcher’s basic personality (DS) and the research 
situation (SS) they are engaging.  Using the intiffegration process as a 
research method means that both the process and structure boundaries are 
included in the methodology.  In doing so it:  
respond[s] directly to Lazarsfeld’s admonition that “the most important 
lesson to learn is that … the quantitative and the qualitative operations 
should be kept in continuous interchange” (in Smith & Louis, 1982:20).   
 
 
Qualitative Quantitative Continuum: Multi-method  
It turns out … that qualitative methods, which use natural language, are 
best at gaining access to the life-world of other individuals in a short 
time. On the other hand, quantitative methods are best for conducting a 
“positive science”; that is, they allow for the clear, rigorous, and reliable 
collection of data and permit the testing of empirical hypotheses in a 
logically consistent manner (Schwartz & Jacobs, 1979:5).  
 
The incorporation of both positivist and interpretive methodologies as a 
research methodology is not new, and is called the ‘qualitative quantitative 
continuum’ by Newman & Benz (1998).  The incorporation of both positivist 
and interpretive methodologies in the one research methodology is known as a 
‘multi-method’ approach in sociology and is prominent in the work of Cook & 
Reichardt (1979), Patton (1980), Smith & Louis (1982) and Brewer & Hunter 
(1989).  However, the IARM moves the multi-method research approach 
forward by incorporating the researcher’s own position in the methodology. 
 
The IARM addresses the shortcomings of existing Action Research 
methodologies by integrating the process and structure boundaries.  It does so 
through the application of the Intiffegration process to form the steps of a 
methodology and by identifying the researcher's position in the existing 
structure of Social Science thought.  What follows emerged through repeated 
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attempts to find a methodology that best replicated the way I actually did the 
research. 
 
Where Do We Begin? 
The biggest difficulty with using a non-linear approach to research is where to 
begin as everything is in a constant state of flux much like a flowing stream.  
Using the positivist approach we begin by separating out and fixing the 
variables in a theoretical framework that explains their assumed relationships 
between each other.  Using a non-linear approach there no such fixedness, and 
it is here at the very beginning that I believe a lot of Checkland’s irritation is 
sensed.  However, using the steps of IARM as the basis of a methodology 
overcomes this irritation.  The IARM utilises the fractal nature of the 
Intiffegration process developed in chapter 2 by applying it to a different 
context.  Moving from the deep to the surface structure the steps of the 
Intiffegration process in this context are as follows. 
 
Steps of IARM 
Step 1. Differentiating the researcher's position, or identity, within the 
context of Social Science. 
 
Step 2. Connecting the researcher's position with others in the Social 
Science literature.  
 
Step 3. Emergence of favoured methodology and preferred methods.  
 
Step 4. Reintegration of favoured methodology and preferred methods 
with research situation.  
 
Step 5. Reiteration of five steps right throughout the research project. 
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5 STEPS OF IARM 
Step 1 Differentiating Researcher’s Position 
It is important for the reader of the scientific matter to know the 
presuppositions of the writer (Bateson 1979:25) [because]  
With the quantum theory, human intention influences the structure of the 
physical world (Pagels 1982:87).  
 
The first thing I must do in order to contribute to a more conscious social 
science is to define my position in the existing structure of Social Science 
thought.  In this way my position becomes the starting point, or initial 
conditions, from which the structure of my intellectual schema, the lens 
through which I observe the social world, emerges.  As it is this position that, 
either consciously or unconsciously, constrains my approach to the research, it 
is important to know the intellectual context from which it is derived.  The 
position needs to be defined in such a way so as to include my assumptions 
about the nature of reality at least on the levels of ontology, epistemology, 
methodology and methods – and I have chosen to include my theological 
position as well – all of which must be connected to existing social science 
literature. 
 
Step 2 Connecting Position With Others 
When defining my position relative to the positions of others within the context 
of the literature of the social sciences, I do so either through identifying 
systonically with or differentiating dystonically away from the positions of 
others, and thereby create the structure of my own intellectual identity.  Step 
2 is the context within which I define myself for the purposes of research and 
is a hermeneutical and dialectical process whereby I constantly iterate between 
the literature, discussions with other researchers, professionals and the 
research situation itself.  My individual position is the part, and the wider 
context of social science is the whole, with the iteration between the two being 
the process whereby I differentiate and reintegrate, or intiffegrate, my 
intellectual position.  
 
Step 3 Emergent Methodology & Methods 
The constant iteration between step 1 (position) and 2 (literature), gradually 
and punctuated by occasional spurts of insight, increases the connectivity 
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between the two resulting in clarification of the position and the simultaneous 
emergence of a preferred methodology and favoured methods.  My favoured 
methods will be adapted to the research situation in step 4, but my deep 
structure position and preferred methodological approach is unlikely to change 
substantially because it is something that I am naturally ‘attracted’ to.  The 
deep structure position is already embedded in my physiology and personality; 
all I am doing is explicating it on the intellectual level, i.e. conceptually, and 
getting to know myself in a new (intellectual) context. 
 
Even if I didn’t take the time to do the above steps, I would still be 
approaching the research situation from a position; I just wouldn’t be 
conscious of what it is. This would leave me vulnerable to: fallacies of 
projection; undue influence by the research situation; and insecurity about 
what I’m supposed to be doing and how I am going to evaluate the research in 
a rigorous, consistent manner. 
 
Step 4 Reintegrating Emergent Methodology and Methods with 
Research Situation - Context 
Step 4 is about the integration of my favoured methods to fit the research 
situation whilst remaining congruent with my deep structure.  In order to do 
this I must structure my intellectual position from the surface to the deep as in 
diagram 4.2 below.  This structuring process further clarifies my position whilst 
at the same time deeply constrains what methods and methodology I prefer to 
use as a consequence of who I am – my physiology.  This stage is where I 
negotiated the Organization’s needs and the research needs and decided on 
data streams and acceptable methods of collection (see below).  
 
Step 5 Reiterate 
Step 5 completes the final stage of the process as I reiterate back and forward 
over the previous steps until coherence emerges.  
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APPLICATION OF IARM TO THESIS 
Step 1 Differentiating Researcher’s Position 
Into every act of knowing there enters a passionate contribution of the 
person knowing what is being known, and that this coefficient is no mere 
imperfection but a vital component of his knowledge (Polyani 1958:viii). 
 
In Beyond Method (1983:21) Gareth Morgan sets out ‘A Framework for 
Analysing the Logics of Different Research Strategies’.  The first step a 
researcher must take in Morgan’s framework is to clarify and set out their 
‘constitutive assumptions … either implicate or explicate … regarding ontology 
and human nature that define the researcher’s view of the social world’ (ibid).  
He goes on to say that:  
By identifying the researcher’s assumptions about human beings and the 
world in which they live, we can identify the basic paradigm that serves 
as a foundation of inquiry (ibid). 
 
 
Ontology 
The central problem with how we come to know – ontology - is a perceptual 
problem that I think the Copenhagen interpretation of quantum physics 
provides the best explanation for.  The Copenhagen interpretation of nature 
asserts that the nature of perceptual reality is dualistic in that it is 
fundamentally constituted of both particles and waves that exist as 
complementary aspects of one quantum reality.  On the level of social science 
I therefore believe that reality consists of aspects of both the realist and 
nominalist boundaries and is not constituted of either realism or nominalism - 
rather both exist as complementary boundaries (extremes) of the one CAS 
system of (Social Science) reality. 
 
Human Nature  
With regard to human nature I believe that humans are neither fully 
determined nor do they possess absolute free will - rather I believe that 
humans are constrained by their history of structural coupling to their 
environment (deep structure) but are free to express that in as many different 
ways as there are human beings.  In other words, we are not free from our 
biological deep structure, nor are we free from our experiences of life that 
honed the emergent biology into its present form.  However, I do have the 
capacity (freedom) to change the way I relate to these experiences, our 
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structural coupling, from dystonic to systonic and vice versa.  In other words, I 
can’t change what happened, was selected and became irreversible as a 
constitutive event in my life - however, I can alter how I am identified with 
those constitutive events / experiences – my relationship to them.  
 
Epistemology 
The next step in Morgan’s framework is to identify and articulate the 
researcher’s epistemological stance because ‘scientific knowledge is shaped by 
the way researchers attempt to concretize the ground assumptions [step 1] 
that underwrite their work’ (Morgan, 1983:21). I can’t help but do this because 
the process of clarifying what positions in the structure of social thought I 
identify with (step 1) means that I look both to discover and reinforce my 
position by scanning the literature for positive and negative feedback about it.  
In this way my ‘ground assumptions give rise to different grounds for 
knowledge about the world’ (ibid).   
 
Scientific knowledge claims to be different from other types of metaphysical / 
religious knowledge in that it only speaks to those aspects of reality which it 
can measure.  However, Heisenberg’s uncertainty principle reminds us that 
the reality we seek to measure is not precisely measurable.  Measurement is 
ultimately confronted with a problem of perception because to perceive, and 
hence be able to measure, something on the smallest scales we have to use 
the matter wave duality, in the form of light, to observe another form of the 
duality, say an electron, whereby the effect of one hitting the other disturbs 
the system.  There is no way around this as humans can’t perceive without the 
light, as our perceptive apparatus, our eyes, depend on light to record the 
information needed to measure in our brains.  
 
Due to the dualistic nature of reality we can only have precise knowledge of 
one or the other of its boundaries (the process or structure) and the more 
accurate the measurement of one the more obscure becomes knowledge of the 
other and vice versa.  However, we can have probabilistic knowledge of the 
whole of reality providing us with useful information, if not absolute 
predictability, by including both the process (wave) and structure (particle) 
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boundaries of reality in our analysis.  The Copenhagen interpretation shows 
how the boundary of knowledge through which we know reality depends on 
which one we choose to measure it through.  Therefore we can have precise 
accuracy of measurement if we choose one or the other boundary to focus the 
measurement on and if we so choose we must state which aspect we have 
decided to focus on.  As I believe that the ontological position that best 
represents our present understanding of reality is that of complementarity 
then, in order to remain congruent with my ontology, I assume that the best 
way to understand that reality is to include both boundaries of the system as 
complementary aspects in any analysis of a research situation. 
 
It is therefore only going to be possible for me to generate probabilistic, rather 
than absolute, knowledge of any social scientific research project - however, in 
doing so I believe I will be representing the situation investigated, if not 
precisely, at least accurately.  My epistemological position is therefore 
probabilistic - which although not absolutely precise, will at least be well 
rounded in its incorporation of the whole system under investigation, rather 
than an over–focus on certain aspects excluding knowledge of the others 
leading to an unbalanced view of the whole situation.   
 
Methodology 
The methodology is primarily about how we go about the task of transforming 
our deep structure assumptions about the nature of reality into actions in the 
world through the adoption of various methods and the discussion and analysis 
of the same.  Methodology is the approach we take to investigating the world 
based on our assumptions, and for me this level is the ‘fusing’ (Habermas) of 
our internal deep structure with the external surface structure of the world 
through action.  As we engage the world through action, speech being a form 
of action, then the methodological approach engaged will be constrained by my 
deep structure, focussed by the research question, and be contingent upon 
the research situation (context).  In other words the best methodology for a 
particular research project depends on the question: What are we attempting 
to demonstrate, and what is the research situation itself most suited to - 
qualitative, quantitative or both? 
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STEP 1. THE RESEARCHER’S POSITION  
The complementary nature of my ontological position is such that at the 
deepest level I see the process and structure aspects of reality merging into 
the one indivisible process.  From this process structures such as the human 
being emerge, constrained by their HSC, about which it is only possible to have 
probabilistic knowledge.  The research methodology and methods that are best 
suited to rendering that knowledge useful are contingent upon both the 
research situation and the temperament of the researcher.  The surface 
structure label that best describes this position is that of a Radical Naturalist.  
However, I am a Radical Naturalist with a ‘dialectic’ (Rowan & Reason, 
1981:129) bent and a fair degree of the ‘speculative’ (Reason & Rowan, 
1981:39) and ‘critical theorist’ (Gioia & Pitre 1990:589) in me. 
 
To make sense out of how the above paragraph of constitutive assumptions 
focuses the author’s schema, it is useful to display them in a diagram showing 
their relationship to one another by structuring them - from the deep to the 
surface (see diagram 5.2 below). In doing so the system moves a step further 
from a schema towards an operationally useful model. 
 
Author’s Constitutive Assumptions (Intellectual Schema)  
The following diagram structures the author’s constitutive assumptions about 
the world into a schema.  It is by no means exhaustive as, especially when we 
get to the more surface levels, the different positions and interpretations in the 
literature are myriad.  
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Diagram 5.2 : Author’s Intellectual Schema 
 
 
 
 
STEP 2.  CONNECTING WITH OTHERS  
Once the epistemology is identified and articulated, and the necessary 
connections with the schemas of other researchers, past and present, are 
made, the path, anchored and constrained by step 1, becomes more focused 
as the researcher continues to grow in confidence about their ground 
assumptions / view.  However, it is important to realise that the increasing 
confidence and certainty involves a price: the moment my position is 
articulated, other, in most instances equally valid, positions will be excluded 
and the clearer and more confident I become, by being thoroughgoing with 
step 2, the stronger becomes the tendency to exclude other views and 
approaches.  What’s important here is for me to be able to understand why I 
identify dystonically with certain positions and epistemologies and systonically 
with others, because in doing so I will understand better how I am identified 
with my own position and therefore how I am related to those I identify 
dystonically with. 
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Constrained Complementary Pantheist 
My Theological position is well summarised by Doyne Farmer: 
For me as a … scientist, my deep-down motivation has always been to 
understand the universe around me.  For me as a pantheist, nature is 
God.  So by understanding God I get a little closer to God (in Waldrop 
1992:319). 
 
The Complementary nature of my Ontological position is such that at the 
deepest level the process and structure aspects of nature merge into the one 
indivisible process - intiffegration.  From this process, intiffegration, spatio-
temporal structures such as the human being emerge Constrained by their 
HSC about which it is only possible to have Probabilistic knowledge.  The 
methodology and methods that are best suited to rendering that knowledge 
useful are Contingent upon the research situation and the temperament of 
the researcher. 
 
Complementarity 
The Copenhagen interpretation asserts that the realist / nominalist positions 
don’t exist as either / or versions of the fundamental nature of reality; rather 
they exist as mutually exclusive yet jointly essential boundaries of the one 
system / reality.  This interpretation, among the most successful physical 
theories of all time, shows that knowledge of reality is possible in either form, 
and exactly which form it is achieved in depends on the choice of views, which 
position, the investigator adopts.  However, the knowledge so gained will 
always be short of absolute because investigating reality from either position 
alters it because the researcher becomes / is part of the investigation / 
experiment.  The inclusion of the observer in this way introduces uncertainties 
that mean we can only have knowledge of complex adaptive systems accurate 
to certain degrees of probability. 
 
Dialectical  
Dialectical thinking is also an ancient way of thinking which ‘places all the 
emphasis on change’ and suggests that change itself is bought about by 
conflicting opposites (Rowan & Reason, 1981:129).  It means that I see all 
things as interrelated and that if we take any view / position ‘to its extreme 
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and idealise it actually turns into its opposite’ (ibid:131), because all views are 
relative. 
 
Critical Theorists  
Critical Theorists focus on two levels of understanding: a surface level and a 
deep structure level, wherein the underlying sources of a given reality are 
presumed to reside (Gioia & Pitre, 1990:589) ' … they look at ways that reified 
deep structures embedded in the status quo affect human action’ (Putnam, 
1983 in ibid). 
 
Speculative Theorist 
‘This kind of scientist is creative and aggressive and is both biased and 
rigid in defense of his position’ (Rowan, in Reason & Rowan, 1981:39). 
 
 
Radical Naturalist  
In their (1979) work Burrell and Morgan set out what they see as the four 
basic paradigms of social scientists: Interpretive; Functionalist; Radical 
Humanist; and Radical Structuralist (22).  The two paradigms I most closely 
identify with are Radical Humanist and Radical Structuralist.  Radical 
Humanists believe in the notions of: totality - the understanding of total 
systems; structure – the configuration of relationships which characterise 
totalities; contradiction – similarly to dialectics, which sees those relationships 
as contradictory and antagonistic; and crisis – whereby the: 
… contradictions within a given totality reach a point where they can no 
longer be contained.  The ensuing crisis … is viewed as the point of 
transformation from one totality to another … (Burrell & Morgan, 
1979:359).   
 
And the Radical Structuralist, whose deep structure is best explicated in the 
philosophy of Fitche, (1762-1814), who was:  
… a follower of Kant, and his brand of subjective idealism rested upon the 
assumption that individual consciousness is a continuously creative entity 
generating a perpetual stream of ideas, concepts and perspectives 
through which a world of external mind is created.  From Fitche’s point of 
view, any understanding of this created reality involved understanding 
the nature, structure and functioning of conscious mind (Burrell & 
Morgan, 1979:279). 
 
[Fitche viewed] human beings as externalising their experiences into a 
form of reality which in turn is reflected back upon them, and through 
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which they become conscious of themselves and their actions (ibid, 
1979:280). 
 
As I sit right on the line dividing the Radical Humanist and Radical Structuralist 
paradigms, utilising aspects of both, I have decided to call it the paradigm of 
the Radical Naturalist, which more accurately reflects my position. 
 
STEP 3.  EMERGENCE OF PREFERRED METHODOLOGY & METHODS 
Step 3 is the articulation of the researcher’s favoured methodologies as they:  
link the researcher to the situation being studied, in terms of rules, 
procedures, and general protocol that operationalize the network of 
assumptions embodied in the researcher’s paradigm and favoured 
epistemological stance (Morgan, 1983:21). 
 
Step 3 allows me to do something with the new knowledge by firming up my 
position and clarifying the direction in which the study is to proceed.  With the 
emergence of my favoured methodologies and methods, I can now engage the 
wider world outside that of the purely intellectual.  The intellectual framework 
now has to be able to stand up to the rigours of testing in the real world, which 
will cause further modification and adaptation.  
 
FAVOURED METHODOLOGY: Triangulation 
The essence of dialectical analysis lies in the idea that we should accept 
all research strategies as having something to offer but attempt to use 
their competing insights within the context of a single analysis (Morgan, 
1983:380). 
 
Although researchers are ‘supposed to select a methodology … owing to its 
appropriateness to the area under investigation and the likelihood that it will 
yield scientifically defensible results’ (Glasner & Moreno, 1989:3), it would be 
reasonable to expect that the methods selected are congruent with the 
researcher’s own personality or deep structure.  How else do we act in the 
world ?  On what basis?  From where?  I may be unconscious of my deep 
structure, but that only means I will be confused and unclear about where I am 
coming from – it doesn’t mean I am not still coming from some deep structure 
position embedded in my physiology.  The methodology I use to analyse the 
data is triangulation, whereby the findings of the various methods are 
compared and contrasted with each other in order to sort the regularities 
appearing consistently throughout the data. 
 
 131 
Chapter 5 – Research Methodology - 132 
PREFERRED METHODS 
My preferred methods are those of Observational Enquiry; Positivistic Enquiry; 
Document Studies; and Interview Studies. 
 
Observational Enquiry  
Observational enquiry was conducted as participant observer in both the EBA 
working group and the ARG, and as an observer who spent twelve months 
working with the Organization during which time I had a great deal of personal 
communication with participants about the Organization.  I stayed in regular 
contact with members of the Organization for several years after the 
intervention as well. 
 
Positivistic Enquiry 
Although I don’t identify very deeply with the positivist approach, I don’t need 
to be a positivist to understand its value and be competent in its use.  The 
three primary data gathering streams that were generated using positivist 
surveys are the internal and external surveys and the ARG survey.  
 
Document Studies 
This involved studying documents such as the Organization's 5 Year Corporate 
Plan, Annual Operational Plans, EBA Documents, and Management and 
Workplace correspondence.   
 
Interview Studies 
The main source of data from interview studies was the six structured, one 
hour, one-to-one personal consultations with each participant.  However, other 
taped interviews were also conducted to glean insights into the transition 
drama and history of the Organization. 
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Diagram 5.3 Methods 
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Internal Surveys  
The Internal Survey was developed in conjunction with the Organization 
through the ARG to measure the variance, if any, to the Organization’s culture 
between t1, the beginning of the intervention in May 1994, and t2, the end of 
the intervention in May 1995.  The survey (see appendix 3) was tested twice 
on a pilot group within the Organization, with feedback from this group 
requiring several alterations to the Survey before it was eventually handed out 
and completed by each participant at the start of each of the first Performance 
Partnership Workshops and again at the end of each of the last Follow-Up 
workshops.  
 
Data from the completed surveys were transferred to code sheets then entered 
onto the ANU (Leonard) mainframe (unix) and analysed using the SPSS 
program.  The survey data, which included six data entry points on most 
questions, from strongly disagree to strongly agree, was compressed to two 
categories (agree / disagree) then transferred to an excel spreadsheet for 
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further analysis and presentation.  A total of 78 people filled in the first survey 
and 69 the second, representing a 97.5% and 92% response rate respectively, 
as the Organization’s fulltime staff numbers were 80 at t1 and 75 at t2. 
 
Cumbersome Survey  
At the level of purpose, both the Organization and the research wanted to 
achieve much the same result making agreement reasonably straightforward.  
However, when attention turned to negotiating the more detailed goals and 
objectives that I wanted for the Research and the Organization wanted from 
the Intervention, then the research side got a little more complicated than 
otherwise would have been the case.  
 
When the questions pertaining to areas the Organization wanted to see 
measurable improvements in as a result of the Intervention were added to the 
Internal (longitudinal t1-t2) Survey it grew, and when further questions that 
the Organization wanted to know about itself for its own purposes were added 
it grew further.   
 
Eventually these additions made the survey rather large and cumbersome, 
taking about 40 minutes to complete, and collecting a lot of data which was 
not particularly useful for the purpose of research.  Anyway, it was through 
these negotiations that the points listed on page 13 (chapter 4), and below, 
became the agreed goals of the Intervention and also served as the headings 
for the different sections of the Internal Survey.  The fact that the Intervention 
was competency / performance based, meaning that there had to be 
measurable improvement in the targeted areas for the Change Agent to get 
paid, meant that the goals had to be stated in such a way that there could be a 
before (t1) and after (t2) measure of how successful the Intervention was in 
achieving them.   
 
External Surveys 
To assist with assessing the degree of change, if any, that had been observed 
in the Organization’s culture by external agencies that the Organization 
frequently interacts with (its world), a second ‘External’ Survey (see appendix 
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4) was developed and conducted between December 1995 and February 1996.  
Once again breaking with conventional positivist research, the survey 
questions were developed with the input of staff within the Organization being 
members of the Action Research Group.  The survey was targeted at 
individuals who headed up external agencies that frequently interacted with 
the Organization.  A comprehensive list of 25 agencies, including the relevant 
contacts for each agency, was provided by the Managing Director.  These 
included:  State Agencies and Commonwealth Government Departments which 
shared policy or program responsibility for the Resource; Industry Bodies; 
Conservation Agencies; Scientific Agencies; International Agencies; Industry 
Members; and Community Groups who use the Resource. 
 
Of the possible 20 respondents, 17 people completed surveys representing an 
85% response rate and including agencies from all the relevant areas Australia 
wide.  The survey was conducted mostly by telephone from November 1995 to 
January 1996, with some surveys being completed in person.  For the fourteen 
telephone respondents, I called each person and read out a brief statement 
describing who I was and why I was calling; I then read out the questions to 
them, and noted their answers.  For the three respondents available in person, 
I gave them a copy of the survey and asked them to complete it by hand 
themselves.  In response to the first 18 questions, which were framed as 
questions or statements, the respondents were asked whether they 'agree', 
'disagree' or 'can't say', and to the last 2 questions they were asked to 
comment which I transcribed or they wrote themselves.  The three data entry 
points (agree, disagree and can’t say) which were then entered into an Excel 
spreadsheet for evaluation and presentation. 
 
ARG Survey 
The ARG was composed of:  members of the Working Group (management and 
union representatives responsible for negotiating an Enterprise Bargaining 
Agreement covering terms and conditions of employment); staff members 
from a perceived 'problem' area of the Organization; and other interested staff 
and managers.  The ARG developed its own survey (see appendix 5) that was 
conducted five months after the intervention to further assess the 
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effectiveness of the intervention on members of the Organization.  In particular 
the ARG was focussed on whether or not participants had noticed any lasting 
change in their relationships to: 
1 themselves;  
2 each other;  
3 and the organization as a whole;  
4 thereby transforming the organization’s culture  
5 and its relationship to its environment 
 
Structured and unstructured interviews were also used extensively with 
each member of the Organization having at least six structured interviews of 
approximately one hour’s duration where they had to provide written answers 
to questions given at each interview.   
 
Unstructured interviews were used mainly to assist with diagnosing the 
problem within the Organization and to assist with confirming / disconfirming 
assumptions being drawn about the factors contributing to the lack of ‘soft’ 
skills in the Organization.  Several taped interviews were also conducted to get 
an accurate picture of the Organization’s history and to assist in diagnosing the 
problem.  Each member of the Organization was asked to fill in the survey and 
results were collated and analysed by the ARG with findings disseminated back 
to the Organization for further comment before finalising.  There was also time 
set aside at the final stages of the intervention for each person to give 
feedback on the intervention process in a formal manner that was noted and 
written up. 
 
The Action Research Group’s survey findings were analysed using an excel 
spreadsheet.  The results from the telephone survey of the external agencies 
were also analysed using excel as the questionnaire is simply an agree / 
disagree / can’t say format. 
 
In conjunction with the findings of the above surveys a rich descriptive analysis 
is to be developed, based on hundreds of hours of one-on-one structured 
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interviews and many hours of unstructured interviews along with extracts from 
the taped interviews and formal feedback sessions. 
 
STEP 4 REINTEGRATION 
At this point Morgan’s framework leaves off; however, the IARM would indicate 
that the researcher’s methodology will need adapting continuously to fit the 
particular situation they are doing research in; something Susman (in Morgan, 
1983:113) encourages researchers to do.  Step 4 is where I engage the 
research situation, and the people there, to modify my favoured methods to 
suit both the research needs and those of the Organization.  These two 
parameters establish the boundary conditions as to what research can actually 
be conducted because unless the Organization under study is in agreement 
with what I, as the researcher, intended to do there is little chance of the 
research taking place.  In this way Step 4 becomes integrating the research 
methodology with the particular research setting where it is going to be applied 
in order to maintain a good fit between the two.  
 
The way I integrated the research methodology with the research situation was 
to negotiate with the Organization what data could be collected and how.  It 
was through this process that the ARG was established so that the 
Organization could assess the efficacy of the Intervention against its stated 
aims.  The Internal Survey was extended during this period to include 
questions that the Organization needed to have done in order to assess the 
effectiveness of the Intervention (questions 1 – 6 in survey) and the addition 
of another question (11).  The development of the External Surveys did not 
take place until the end of the Intervention and after I had got to know how 
the Organization interacts with other external agencies and organizations. 
 
By Step 5 the model is fully engaged in the world through the particular 
research situation and further incremental changes begin to be fed back into 
the IARM as the limits / constraints imposed on the methodology by the 
research situation force it to adapt and change.  
 
 137 
Chapter 5 – Research Methodology - 138 
Diagram 5.4 Research Timetable  
Dates 1993 1994 1995 ‘96 
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Phase 2             
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            
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STEP 5 REITERATION 
The reiterative nature through all the steps of IARM, as demanded by Step 5, 
is crucial to keeping the research methodology grounded in the real world – an 
essential trait of any Action Research.  There needs to be continual iteration 
between the research situation and the research methodology resulting in 
continual fine–tuning of both.  This process never really becomes static as the 
schema of the researcher changes and adapts as the researcher learns from 
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the experience gained through developing and applying their particular 
research methodology to the world. 
 
VALIDITY OF RESEARCH 
In their book Qualitative Quantitative Research Methodology: Exploring the 
Interactive Continuum, Newman and Benz (1998:50-56) develop a list of 13 
points for establishing the validity of predominantly qualitative research.  As 
three of the four methods used are qualitative this research is predominantly 
qualitative.  The list of points is as follows: 1. Neutrality; 2. Prolonged 
Engagement On-site; 3. Persistent (Consistent) Observation; 4. Peer 
Debriefing; 5. Triangulation; 6. Member Checking; 7. Referential Materials; 8. 
Structural Relationships; 9. Theoretical Sampling; 10. Leaving an Audit Trail; 
11. Generalizability; 12. Negative Case Analysis and; 13. Truth Value 
(Credibility).  These 13 points are used as a checklist in attempting to establish 
the validity of the research.  As Newman and Benz’s work was not published 
when the research was undertaken it becomes an interesting exercise to see 
how well the research fits their criteria. 
 
1. Neutrality  
The questions Newman and Benz suggest be asked to help establish neutrality 
are, questions such as: ‘Is there more than one observer?  If so, is there 
consistency between observers?’ (ibid:51).  The formation of the Action 
Research Group (ARG) composed of members of the EBA Working Group 
(management and union representatives responsible for negotiating an 
Enterprise Bargaining Agreement covering terms and conditions of 
employment) and other interested staff and managers, was done to allow the 
Organization to conduct its own assessment of the Intervention.  By comparing 
the results of the ARG with the results of my own research, as done in Chapter 
8, it is hoped that the reader will be able to see that a reasonable degree of 
neutrality was established and verified. 
 
2. Prolonged Engagement On-site  
‘Did the author observe for long enough to get an accurate reflection of the 
culture or history?’ (ibid:51).  Although the Intervention did not start officially 
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until May 1994, I had a 13 month period of discussions with the Organization 
prior to beginning the intervention, 12 months' intensive involvement during 
the Intervention, and I was still collecting data and doing minor work for the 
Organization 12 months after the Intervention.  Surely a period stretching over 
three years would meet Newman and Benz’s criteria for prolonged engagement 
on-site. 
 
3. Persistent (Consistent) Observation  
‘Was sufficient time spent on-site to get an adequate picture of consistency of 
behaviour?’ (ibid).  Same as for above and I am still, some seven years after 
the intervention, in contact with certain people from the Organization although 
not in any formal way. 
 
4. Peer Debriefing  
‘Did the researcher talk with any other professional to get another perspective 
on what he or she saw or experienced?’ (ibid).  Throughout the intervention I 
debriefed regularly with the Managing Director and other members of an 
organization that I have worked for since inception.  The debriefing was 
valuable as these people were often able to point out to me what was 
happening at times when I got lost, using their experience of the process in 
their own organization. 
 
5. Triangulation  
‘Did the researcher attempt to obtain a variety of data sources (e.g. different 
observers or different written histories)?' (ibid:52).  As well as the nine data 
streams I also conducted six one-to-one consultations, of 1 hour duration, with 
each member of the Organization.  I also surveyed 17 external agencies that 
frequently interact with the Organization in an attempt to validate the findings 
in another context. 
 
6. Member Checking  
‘That is, when a researcher returns to those people interviewed and checks to 
make sure he “got it right,” the researcher is member checking' (ibid).  
Conducting 6 interviews with each participant provides ample opportunity for 
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member checking as does spending twelve months working on an almost daily 
basis in the Organization. 
 
7. Referential Materials  
‘Did the researcher use enough supportive material (e.g. documented 
recordings, readings, archives or other materials that are available to others)?' 
(ibid).  As one of the methods used was Document Studies, I think the 
discussions on the Organization's documentation in chapters 7 and 8 more 
than meets Newman and Benz’s criteria for referential materials.  
 
8. Structural Relationships  
‘Is there a logical consistency between different data sets?’ (ibid:53).  The 
comparing and contrasting of the different data streams through triangulation 
in Chapter 8 allows me to check for logical consistency.  
 
9. Theoretical Sampling  
‘Did the researcher follow where the data led?’ (ibid).  In other words did I 
develop new data streams and follow them as they arose during the 
intervention.  This point is analogous to step 4, reintegration, of the IARM 
which allows for the adoption and integration of different data streams as they 
arise. 
 
10. Leaving an Audit Trail  
‘Does the researcher have good documentation, so that another researcher can 
easily replicate the research?’ (ibid).  During the one-to-one consultations 
notes were written up immediately after the consultation and notes were taken 
during the feedback sessions conducted at the one day follow up workshops at 
the end of the Intervention.  Other interviews on the history and culture of the 
Organization were either taped or noted at the time of interview.  Combined 
with the internal and external surveys and the ARG findings, all still available in 
written form - as are the document studies – this would allow another 
researcher to validate the research.  However, whether or not the researcher 
would be able to replicate the intervention is another matter. 
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11. Generalizability  
The unique nature of the Organization, the Intervention and the change 
agent's style would suggest that generalizability would be low.  Qualitative 
research is not readily generalizable in the way it is in the Physical Sciences 
using the positivist method.  However, I have now used the Complexity Theory 
of Change and the Intervention methodology, in the format described in 
chapters 3 and above, in other organizations with good results.  So if not fully 
generalizable it is at least transferable to different contexts / organizations.  
 
12. Negative Case Analysis  
‘Continually revising the emerging hypothesis until all known data are 
explained by the hypothesis is the concept of negative case analysis?’ 
(ibid:54).  I did not do this, as it was not part of the goals of this research to 
run a negative case analysis.  The long-standing criticism of Interventions not 
achieving stated aims, as pointed out in this chapter, was used as the hurdle to 
overcome. 
 
13. Truth Value (Credibility) 
‘[A] study has truth value to the extent that the above 12 components exist’ 
(ibid:56).  I feel that 11 of the 12 above validity components to qualitative 
research have been met and therefore feel confident about the ‘… findings of 
the research’ (ibid).  
 
Limitations of the Study 
The anthropologist who studies a small village isolated from modern 
life will by his mere presence alter village life.  The object of his 
knowledge changes as a consequence of examination.  The fact that 
people know they are being observed can alter their behaviour 
(Pagels 1982:85). 
 
Likewise my efforts to observe and measure the changes in the organization I 
am studying will, in and of themselves, change the organization in some way - 
which means that studying organizations is never going to be an exact science, 
which therefore should not be expected in the first place.  Organization is, by 
its very nature, not precisely measurable. 
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The major limitations of the scope of this work are that it was one case study, 
its replicability by others is yet to be seen and someone else using a different 
methodology might have been able to get similar results.  The main value of 
doing this kind of research is the insight that is generated into the process of 
change in human beings.  And from this insight a new approach to organization 
change is generated.  
 
Attention now turns to the methodology used for the Intervention. 
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CHAPTER 6 INTERVENTION METHODOLOGY  
INTRODUCTION 
There were two aligned, but slightly different, objectives associated with the 
intervention: First was the objective the Organization expected the 
intervention to achieve, as measurable outcomes; second was the objectives 
for the research.  Whilst the last chapter focused on the objects and method of 
the research this chapter focuses on the objects and method of the 
intervention.   
 
INTERVENTION PURPOSE 
After much discussion, between myself and the Organization, (see chapter 7 
for detail), the agreed purpose for the intervention became: ‘To transform 
communication and cooperation between individuals in all areas of the 
Organization thereby enhancing its inner health, cohesion and overall 
effectiveness’ (see attached performance agreement).  It was agreed by the 
Organization and myself that to bring about this transformation would most 
likely involve: a redistribution of power; a new organizational structure; new 
strategies and new reward and remuneration systems.   
 
Stated Aims of the Intervention 
The agreed joint assessable objectives for the Intervention then became: ‘to 
develop and implement a program over the next 12 months or so that will 
develop the following:’  
 
1. Written personal and professional development plans for each 
participant; aligned with the respective: 
 
2. Written performance management agreements between the various 
leaders and their team members; that are attuned with: 
 
3. The written mission statement and goals and objectives for each section 
where participants serve; that are derived from: 
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4. The Organization's written mission statement and strategic plan: that 
will be congruent with: 
 
5. The Organization's written Vision statement, principles and culture as 
determined by the leadership and developed by the Organization as a 
whole;  
 
And to: 
 
6. Measurably improve, through performance surveys completed by 
participants, their competency in the areas of: Interpersonal 
Communication; People Management; Leadership; and their ability to 
Manage Conflict and Tension as it arises in a civil and dignified manner; 
thereby: 
 
7. Enhancing participants' ability to communicate openly and honestly with 
each other; 
 
8. Developing a sense of ownership of, responsibility for, and loyalty 
towards the Organization as a whole in its employees; 
 
9. Transform the workplace into an open trusting environment; improving 
the coherence and effectiveness of the Organization as a whole; and 
improving the overall level of satisfaction and fulfilment gained by 
employees from their work at [the Organization]. 
 
After reaching agreement on these points, the above document was then 
signed by the Managing Director and myself.  Although the first five objectives 
play a significant part in the Intervention itself, such as aligning the 
Organization’s subsystems around a common Vision, which is crucial to 
achieving congruency of the Organization overall, they are not really central 
objectives to the research as the remaining four are.  Again this is a 
consequence of doing research in the real world and reflects the combined 
goals of the Organization and the research.  Therefore significantly less space 
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will be devoted to discussing the first five objectives compared to the last four 
as they are more relevant to the research.   
 
Focus of the Intervention 
The way I attempted to bring about these agreed changes to the Organization 
was to focus the intervention on transforming the way individuals relate to:  
1 themselves;  
2 each other;  
3 their family;  
4 their world  
5 their spirit / context 
These 5 objectives are guided by the complexity theory of change which 
assumes that change on the deep structure level will manifest as the need for 
radical change on the surface structure.  Of course, there are other issues 
relevant to the intervention not listed above such as the MD’s authoritarian 
management style, the transition drama and the exploitation vs conservation 
struggle; these and the 5 objectives of the purpose form the basis of the 
discussion in chapter 7. 
 
Thus the Aim of Intervention became: To bring about lasting change on the 
deep structure level of individual psyche (relationship to self, partner & family, 
world and spirit), through increasing connectivity on these levels, thereby 
allowing a ‘revolutionary transformation’ in the quality of communication and 
relationships on the more surface structure levels of the Organization’s culture 
to emerge from the deep structure work. 
 
DIAGNOSING THE PROBLEM: Where is the organization poised ? 
My primary focus prior to undertaking an intervention is twofold: diagnosing 
the problem, and obtaining leadership commitment for the intervention.  
Several months - from the time I was awarded the contract to do the 
intervention in February 1993 until the performance agreement between 
myself and the Organization was signed in May 1993 (see appendix 2) - were 
spent diagnosing the problem and obtaining leadership commitment for the 
intervention.  For a detailed discussion on this see chapter 7 (Intervention 
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Discussion and Evaluation).  Diagnosing the problem correctly and assessing 
the depth of commitment of the Organization's leadership to the Intervention 
enable me to ascertain at what depth the Intervention should be focussed: at 
the surface, mid or deep structure of the Organization's psyche.  This is the 
most critical factor to the success of an Intervention because it allows the 
matching of expectations with the outcomes being aimed at. 
 
Soft Skills 
It was agreed that the main shortcoming in the Organization’s culture was a 
lack of what the Karpin Report, Enterprising Nation - The Industry Task Force 
On Leadership And Management Skills (1995), describes as ‘soft’ skills - also 
often described as people skills.  ‘These so-called ‘soft’ skills include the ability 
to communicate, … have strong elements of self-knowledge, … [and] are 
actually quite deep and sophisticated abilities’ (ibid:25 italics added).  
Increased ‘self-knowledge’ is a key factor in improving ‘soft’ skills. 
 
The Karpin Report quoted the Boston Consulting Group on ‘soft’ skills: 
In a capabilities-based organization, a senior manager will require an 
additional range of ‘soft’ skills (a misnomer, surely, since ‘soft’ skills are 
typically much harder to master than the so called ‘hard’ skills) involved 
in motivating staff, creating co-operation, redefining organizational 
values and beliefs, and re-aligning management focus.  These skills will 
place a premium on the leadership qualities of a senior manager (ibid: 25 
italics added). 
 
It is interesting, but perhaps not surprising, that in describing ‘the gaps 
between the current and desired position on each of [ten] major dimensions 
the Task Force considers relevant to the economic future of Australia’, ‘soft’ 
skills were identified as one of, if not the, major gap to be bridged if Australian 
managers are to reach a competency level of 80% of world best practice by 
the year 2010 (Karpin Report Executive Summary 1995: 7-9).  The Report 
itself said: ‘A consistent theme running through many of the research projects 
is that Australian managers need much better ‘people’ skills’ (1995:25).  This 
Organization was no exception in its early days. 
 
If individuals in the Organization are exposed to a training program using the 
Complexity Theory of Change that is powerful enough to bring about 
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meaningful change in those individuals, by way of improved soft skills, then 
the organization’s culture will undergo a revolutionary transformation as a 
result of the changes to the individual psyches.  This hypothesis, consistent 
with the Complexity Theory of Change, also explains why the training program 
was aimed primarily at bringing about individual change which, in turn, would 
bring about a revolutionary transformation in the Organization’s structure, 
strategy and power distributions and its culture. 
 
Leadership Commitment 
‘Any type of organizational transformation has to have the wholehearted 
support of the people at the top’ (Peck 1993:317); see also Kilman (1989:8), 
McDougall (1993:4), Goodstein & Warner Burke (1991:14), Schneider, 
Gunnarson & Niles-Jolley (1994:18) and Zeira & Avedisian (1989:33-34). 
However, the HRM, especially if they are an ‘evangelistic … top executive who 
strongly believes in the change’ (ibid), which this one was but just below top 
executive level, is often the way ‘in’ to the all important relationship with the 
people at the top.  Therefore I worked at establishing good rapport in my 
relationship with the HRM because without it my path to successful problem 
diagnosis and planning of the Intervention would have been blocked before it 
began.  For a detailed discussion on diagnosing the problem and obtaining 
leadership commitment to the Intervention once again see chapter 7. 
 
ORGANIZATION CULTURE 
All culture is changing all the time. Because no culture is ever static, any 
description of a culture as if it were static is misleading (Bohannan, 
1995:93). 
 
As the intention was to transform the Organization’s culture in measurable 
ways, a discussion on organization culture and its meaning is warranted here.  
Interventions such as this one are notorious for not achieving their stated aims 
(Zeira & Avedisian, 1989:31), therefore a discussion on what I mean when I 
refer to an Organization’s culture and why interventions consistently fail to 
meet their stated aims is then included before moving on to the method I used 
for the intervention. 
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To paraphrase an influential quote of Clifford Geertz (1973):  
… man is an animal suspended in webs of signification [networks of 
meaning] he himself has spun.  I take culture to be those webs, and the 
analysis of it to be therefore [both] an experimental science in search of 
law [and] an interpretive one in search of meaning (in Marshall & McLean 
1985:4).  
 
The concept of culture, originally developed by the Cultural Anthropologists, 
became widespread in the field of Organization Studies throughout the 1980s.  
It is currently the ascendant ‘managerial ideology’ (Pfeffer, 1997:102) or 
schema through which practitioners and researchers alike view organizations.  
Similarly to the concept of complexity, there is no consensus as to what is 
meant by the term organization culture (Barney, 1986:657; Allaire & Firsirotu, 
1984:396; Smircich, 1983:339). Typically, organization culture is described as 
‘… a complex set of values, beliefs, assumptions, and symbols that define the 
way in which a firm conducts its business’ (Linstead & Grafton-Small, 
1992:657).  Of the various models put forward (see Gordon 1991; Linstead & 
Grafton-Small 1992; Hatch 1993; Abrahamson & Fombrun 1994; and Sinclair 
1991, 1993) to describe organizational culture, Schein’s (1992) model is one of 
the more influential.   
 
Culture is Multi–layered  
Schien describes three levels of organizational culture: from the surface 
structure of overt behaviours, artefacts and creations; through the middle 
values; to the deep structure basic assumptions, which he described as the 
essence of culture from which the other levels emerge.  It is generally 
accepted that organization culture is a multi–layered phenomenon that 
operates between the surface structure to the deep structure (see e.g. 
Marshall & McLean, 1985; Zeira & Avedisian, 1989; Bowles, 1990; Gordon, 
1991; Goodstein & Burke, 1991; Gersick, 1991; Linstead & Grafton-Small, 
1992; Svyantek & deShon, 1993; and Sinclair, 1993).  
 
Relationship Between Levels 
Some disagree with Schein’s view of the importance of the deep structure (e.g. 
Barney (1986); Broms & Gahmberg (1983); Tunstall (1985b): they see the 
other levels being of equal importance (Gordon, 1991:397). Kilman (1989), 
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however, disagrees: he sees culture residing at the surface level ‘and thus 
easiest of the three [levels] to diagnose and manage’, and assumptions at the 
next level down and psyche at the deepest level which ‘…cannot be changed in 
a short period of time, if at all …’ (11).  I believe the disagreement is largely 
semantic and that Kilman’s psyche is equivalent to Schein’s deep structure 
basic assumptions.  The Complexity Theory of Organization Change concurs 
with Schein, and the majority view, about the constraining nature of the deep 
structure.  The surface levels of organizational culture are important, however, 
as they emerge from and reinforce the deep structure, and not vice versa, thus 
making the deep structure primary.  It is the ‘relationship’ between the surface 
and the deep structure phenomena that is the key determinant of 
organizational culture and not ‘either’ the surface ‘or’ the deep structure.   
 
Influence of the Levels 
The idea that a DS transformation is more difficult to bring about than SS 
change can be misleading.  The Complexity Theory of Organization Change, 
and my experience, suggest that if the right factors, such as leadership 
commitment and the phase the Organization is in, are in place and the 
organization is poised at a state of SOC a DS transformation is more difficult, if 
not impossible, to stop than it is to initiate a single SS change.  A good change 
agent, however, can use the organization's already poised state and work to 
facilitate that level of change.  There is little to be gained in aiming for a DS 
transformation when SS change is all that the organization is poised for and 
vice versa.  The organization won’t go any deeper than its prepared / poised to 
go anyway.  However, the Complexity Theory of Change agrees that 
fundamental deep structure transformation of an organization is more difficult 
to influence than ‘incremental surface structure change’ (Svyantek & deShon, 
1993:351). 
 
Characteristics of Organizational Culture 
The lack of consensus about what organization culture is contributes to 
the present diversity of views as to how the concept should be 
operationalised and measured (Pfeffer, 1997:121). 
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Despite the lack of consensus on what organization culture is, there is wide 
agreement amongst researchers as to some of the basic characteristics of 
organizational culture: 
1. Organization culture is a pattern of basic assumptions that are 
held in common, usually unconsciously, by an organization’s members, 
that creates and sustains existing beliefs, norms and patterns of 
behaviour (‘how we do things around here’). 
 
2. Organization culture is multi–layered from a deep structure core 
that is very difficult to change, to the more surface structure levels that 
are usually more easily changed (depending on their relationship to the 
deep structure).  
 
3. Organization culture is often difficult to change, strongly 
constrained by its HSC and the organization’s leadership. 
 
4. To survive, an organization’s culture must evolve (change) and 
adapt to maintain the ‘fit’ of the organization (its identity and its 
product) to its environment (market) as both change over time. 
 
5. An organization's culture will work to preserve the deep structure 
of its identity – regardless of whether that identity is healthy or not (ie 
resist change). 
 
Cultural Change vs Transformation 
In order to distinguish between what is meant by cultural change and cultural 
transformation several authors have put forward definitions for both.  
Blumenthal & Haspeslagh (1994) differentiate between ‘three types of 
transformations’ (102): Improving Operations; Strategic Transformation; and 
Corporate Self Renewal.  They ‘… argue that a successful transformation is one 
in which management has succeeded in institutionalising the behavioural 
change required …’ (105).  Drawing on the work of Levy (1986), Leifer 
(1989:900) suggests that the notion of organizational transformation implies a 
profound reformulation of the organization’s mission, structure and 
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management as well as fundamental changes in the basic social, political and 
cultural aspects of the organization – deep structure transformation.  In 
contrast, Leifer views change as ‘piecemeal incrementalism’ (ibid) whereby 
firms adjust gradually to individual crises as they arise – surface structure 
change.   
 
Definition 
The definition used here draws on aspects of the work of Leifer (1989) and 
Blumenthal & Haspeslagh (1994), as well as the work of Tushman, Newman & 
Romanelli (1986), where they suggest a distinction between a fundamental 
transformation - which occurs when substantial changes take place in the 
strategy, structure and power distribution of an organization - and a 
revolutionary transformation - which occurs whenever substantial changes 
occur in all three areas within a single year (16). Trice & Beyer (1993) also 
identify revolutionary, or comprehensive, transformation as one of their three 
types of culture change.   
 
By adding Blumenthal & Haspeslagh’s point about institutionalising behavioural 
changes to Romanelli & Tushman’s definition of a revolutionary transformation, 
we have my preferred definition of cultural transformation:  A cultural 
transformation occurs whenever substantial changes take place in the strategy, 
structure and power distribution of an organization within a single year and the 
behavioural changes to maintain it are successfully institutionalised.  Using the 
surface structure - deep structure concept in organization culture, change 
refers to alteration of the surface structure whilst maintaining the deep 
structure intact, whereas transformation will involve change to at least some 
degree on the deep structure, organization wide, level as well. 
 
Culture As Context 
In this sense, culture has pervasive effects on a firm because a firm’s 
culture not only defines who its relevant employees, customers, 
suppliers, and competitors are but it also defines how a firm will interact 
with these key actors (Louis, 1983).  This conception of organizational 
cultures blurs classical distinctions between an organization’s culture and 
its structure and strategy (Tichy, 1983) because these attributes of a 
firm are direct manifestations of cultural assumptions about what 
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business a firm is in and how it conducts that business (Barney 
1986:657).   
 
As has been mentioned, metaphors provide contexts within which people can 
derive meaning; I am suggesting here, as has Feldman (1986 a,b), Marshall & 
McLean (1985:7) and Smircich (1983:160-172), that the context of an 
organization is its culture: ‘a system of knowledge, of standards for perceiving, 
believing, evaluating and acting’ (Allaire & Firsirotu in Gordon 1991:397).  In 
doing so I disagree with Linstead & Grafton-Small (1992) that ‘‘culture as 
context’ … problematises the tensions between change and continuity’.  On the 
contrary: ‘Even an all-knowing mind must support its [system of] knowledge 
with experience, and once it tries to experimentally determine one physical 
quantity [thereby changing the system] the rest of the deck of nature [the 
system of knowledge] gets shuffled again’ (Pagels 1982:79).  In short, cultures 
as contexts must continually evolve towards a future based on past experience 
in order to keep a close fit with their environment or the organization / 
organism will become extinct - evolution is ‘the survival of the fitting’ 
(Boulding, 1981:18).   
 
WHY PLANNED INTERVENTIONS OFTEN FAIL 
… an analysis of the literature and discussions with consultants and 
executives reveals considerable mutual dissatisfaction with the outcome 
of planned organizational-change efforts (Zeira & Avedisian, 1989:31). 
 
… organizations often mount a major Organization Development exercise 
with the espoused purpose of achieving second order change, a 
significant shift in attitudes, … but achieve only first order change.  
Outward [surface structure] appearances may be different as a result, 
but underlying [deep structure] patterns and values [behaviour] are 
perpetuated, and in some cases even strengthened in the process 
(Marshall & McLean, 1985:7). 
 
In an early Chaos-based article titled Organizational Attractors: A Chaos 
Theory Explanation of Why Cultural Change Efforts Often Fail, Svyantek and 
DeShon (1993) express similar views about the frequent failure of planned 
change efforts.  However, Svyantek and DeShon’s proposed solution to the 
problem is to say, similarly to Gordon et al above, that the earlier models of 
organizational change ‘… see the change process at the fundamental level [DS] 
as more proactive, inherently determined event …’ (ibid:351).  Whereas the 
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model they are proffering ‘… sees the change process at the fundamental level 
[DS] as an externally determined … very rare event’ (ibid). 
 
Intervention Depth 
The question that garnered most attention regarding the Intervention was at 
what depth should it be aimed?  This was a real topic of discussion in the early 
days especially between the MD and HRM who had differing views on the 
subject.  The MD appeared unsure about the depth to which the HRM was 
suggesting the Intervention needed to be focussed.  However, after several 
discussions with the HRM, myself, and senior management the MD eventually 
agreed to go with the in depth (DS) Cultural Transformation / Intervention 
both the HRM and myself were proposing.  
 
The Complexity Theory of Change presented in chapters 2 and 3 suggests that 
both the deep structure transformation process, that Svyantek and DeShon 
refer to as the fundamental level, and the surface structure incremental 
changes can be either externally and/or internally determined – triggered - and 
is usually a result of the interaction of the two.  The biggest difficulty is not 
whether or not the change is externally or internally triggered, but rather with 
deciding at what level the intervention needs to be aimed.  When the 
intervention is aimed either too deep or too shallow we have a mismatch of 
expectations and reality - reality being the amount of actual change an 
intervention achieves.  Deciding on the level the intervention is to be aimed at 
is difficult, because although we can give probability ratios of small to large 
changes in certain systems, we can’t say which particular grain of sand (event) 
will trigger a catastrophic landslide (organizational transformation) and which 
grain will trigger just another small slip (organizational change).  So assessing 
where the Organization is poised for change becomes the critical factor in 
matching expectations with outcomes. 
 
If the change agent responsible for an intervention is identified with any of the 
particular schools' schemata, they do so usually unconsciously and exclusively 
of the others - resulting in a limited perception, as filtered through that 
particular schema, of the whole organization (system) and therefore of its 
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change requirements – resulting in a piecemeal approach to both diagnosis and 
the depth of the intervention.  This limited perception leads to fallacies of 
projection as well, even with the open systems school, the most influential of 
the three, which is inclusive of the whole organization. 
 
INTERVENTION METHOD 
In order to avoid the problems outlined above, when I enter an organization I 
assume that each individual will identify, usually unconsciously on a deep 
structure level, with different theories if proffered.  So I don’t put any of the 
organization change theories forward; instead I offer the physical and life 
sciences' current explanation of how humans emerged in their present form 
(see chapters 2 & 3), which then leaves me free to focus on the process of 
intiffegration and co-opting the members of the organization into it.  The 
conceptual meaning that each participant gleans from the process is then 
reinforced and reintegrated with the participant’s own schema rather than an 
imposed one.  I also assume that the wisdom needed to recognise and 
integrate the required changes as they emerge is inherent in the organization’s 
own culture – something the members know much better than the visiting 
change agent.   
 
THE INTIFFEGRATED ORGANIZATION 
The method I use is to focus my efforts on the intiffegration process: 1. 
Differentiation; 2. Connectivity; 3. Emergence; 4. Reintegration; and 5. 
Reiteration, and see what emerges from that as needed changes to the 
Organization’s structure, strategy, systems and power distributions.  I do not, 
as some change consultants do, attempt to make out that I know what is 
wrong with the Organization or that I have the answers to what changes need 
to be made.  Instead I simply focus on the Intiffegration process, which is 
constant and universal, and see what new structures and strategies emerge 
from the process.  I do this because I am trying to elicit the changes the 
organization needs from the members of the organization itself, the wellspring 
of the Organization’s knowledge; I am attempting to educate (from the Latin 
educare which means 'to draw out') rather than impose on them changes that 
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I think need to happen because some theory of how organizations change says 
it should.  What I do is as follows: 
 
Step 1. Differentiate – Questions IDPs (DS) 
The focus of step 1 is to differentiate individual members' identities from each 
other and the Organization’s collective identity by getting them clearer on their 
own particular identity – by seeing what they are identified with through the 
questions.  I have developed a set of questions (see below) to assist with Step 
1 that provide a relatively non-threatening context in which to begin the 
process of self-reflection.  Once completed, each participant's answers to the 
questions then provide the basis of their own personal development plan, and 
collectively the answers become the basis for developing the Organization's 
Vision and Values. 
 
Step 2. Connect - 3 Day Introductory W/S (DS) 
Once differentiated, the next step is to connect individuals with others in the 
organization in new and different ways.  For this I rely on a 3 Day Introductory 
Workshop (TDI) (see appendix 6) designed specifically for this purpose.  The 
process of developing the Organization’s Vision and Values statement, which 
begins at these workshops, continues right through the intervention until 
agreed on by the whole Organization. 
 
Step 3. Emergence – 2 DAY S&P W/S (SS) 
This step involves recognising required changes to the Organization’s 
structure, systems, strategy and power relations as they emerge, then 
embedding the necessary changes in new structures, systems, strategy and 
power relations that more accurately reflect the changing deep structure of the 
Organization's culture.  For this I rely on a two day Strategy and Planning 
workshop (S&P) (see appendix 7), the purpose of which is to review current 
Organization practices and procedures and make plans to implement required 
changes.  
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4. Reintegration – 2 DAY PPT Workshops (MS) 
Step 4 involves implementing the required changes into the Organization’s 
reporting and reward and remuneration systems.  To embed the changes I use 
a two day Performance Partnership Training Workshop (see appendix 8), 
during which the changes are embedded in the Organization's operating 
systems.    
 
5. Reiteration - 1 DAY FOLLOW-UP W/S 
Before the one day follow-up workshop (see appendix 9), I revisit the 
Questions with each participant - the purpose being to ensure that each 
participant has revisited their questions at least once throughout the 
intervention.  The focus of these workshops is to go over what has been 
achieved to date and identify further changes.  The idea is that the 
Organization will then be proficient enough with the intiffegration process to 
enable them to continually repeat the process, i.e. institutionalise it.   
 
PHASES OF THE INTERVENTION 
In this Organization, however, the Performance Management Training had 
been legislated into the EBA and needed to take place by June 1994, as 
performance management was to begin on 1 July 1994 for all staff.  This 
meant that steps of the Intervention had to be altered with the phase that 
would normally have been done at stage four - Performance Management – 
being done at the same time as the questions were being done – phase 1:   
 
• Phase One is the one-to-one individual consultations where I do the 
questions with each participant. 
• Phase Two is a ‘Three Day Introductory Workshop’ on Cultural Change 
where the focus is on cultural alignment and creating a vision and values 
for the Organization.  
• Phase Three is a ‘Two Day Strategic Planning Workshop’ where the 
Organization's current structure and Strategic Plan is reviewed in light of 
the changing culture.   
• Phase Four is a ‘Two Day Performance Partnership Training Workshop’ 
that is conducted during phase one due to EBA Legislation.   
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• Phase Five is a series of ‘One Day Follow-up Workshops’ aimed at 
institutionalizing the process and to recap on and glean feedback about 
the Intervention. 
 
Diagram 6.1 
INTERVENTION SCHEDULE 
Dates 1993 1994 1995 ‘96 
 Apr–June 
July–
Sept 
Oct-
Dec 
Jan–
Mar 
Apr–
June 
July–
Sept 
Oct-
Dec 
Jan-
Mar 
Apr–
June 
July–
Sept 
Oct-
Dec 
Jan–
Mar 
Initial meeting 
with HRM 
            
Discuss 
problems with 
subgroup  
            
First EBA 
struck             
ARG 
recommends 
change 
            
Meetings with 
MD, HRM, etc             
Second EBA 
struck     
        
Phase 1 - 
interviews             
Phase 4             
Survey (t1)             
Phase 2             
Phase 3             
New structure 
disseminated             
Second round 
of interviews         
    
Phase 5             
Survey (t2)             
ARG survey 
developed & 
conducted 
            
ARG survey 
analysed & 
disseminated 
            
Taped 
interviews          
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PHASE 1  DIFFERENTIATION: Assessing Where The Organization Is 
Poised For Change through the Questions & Personal 
Development Planning (PDP) 
The major insight [of Lewin’s triadic model] was that organizations need 
a special pre-period of self-reflection and emotional involvement in order 
to prepare themselves for change (Schreyogg & Noss, 2000:B1)  
 
During this phase I am assessing where I think the organization is poised for 
change, ie, what level of change is required.  The purpose of this phase is to 
get to know participants individually, and to assist them in looking at the deep 
structure of their psyches by beginning the process in them of thinking about 
their lives from the perspective of their whole lives, rather than just current 
plans and goals – self–reflection.  Although the explicit focus of the 
consultations was on answering the questions, the questions are designed to 
work implicitly on the deep structure feeling level of the individual’s personality 
enabling them to begin to focus on what it is that is really important to them 
and what values they have to contribute.  Once engaged emotionally in the 
desired change outcomes, participants' commitment to achieving them 
increases proportionally. 
 
Huse (1980), building on Harrison (1970), argued that: 
… the greater the depth of intervention the more it becomes concerned 
with the psychological make-up and personality of the individual, and the 
greater the need for the full involvement of the individual if they are to 
accept the changes (in Burnes 1992: 173).   
 
It would be logical to assume following Huse and Harrison’s work that if the 
deeper one delves into the culture of an organization, that is into the 
psychological make-up of the individuals which requires the full participation of 
the individuals, then the greater would be the amount of lasting change that 
would result.  From the Gestalt-Field thesis comes the idea that individual 
change comes from both the environment (behaviourist) and reason (increased 
self knowledge); i.e. understanding how the change will benefit them / their 
group.  Phase 1 of the intervention begins the process of opening up, or 
‘unfreezing’, the deep structure of the individual, and therefore the 
Organization's, psyche. 
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It is for reasons just stated that so much time was spent on the one-to-one 
interviews throughout the intervention, as they provide the underpinning to 
the way the workshops are conducted.  There was a six to eight week 
preparation phase leading up to each workshop during which at least five 
personal consultations were held with each participant where they were asked 
five structured questions each with a part a and part b.  Consultations were of 
approximately one hour duration and were held once a week or fortnight as 
schedules allowed, in small offices in the Organization's premises.   
 
During the first consultation considerable time would be spent outlining the 
theory and purpose of the questions. Only after this was clear would the 
participant be given the first question containing part a and b, and instructions 
to draw up a list of words for each part.  At subsequent consultations time 
would be spent with the participant assisting them in integrating part a and b 
to create one list of as few words as possible to sum up their answer to the 
question.  After agreement had been reached on the answer to the first 
question, then the next question including part a and b was given out to be 
answered by our next meeting.  This process was concluded when a 
satisfactory answer had been developed for each of the five levels of questions.  
Doing the questions with participants this way allows for plenty of discussion 
about the Organization.  
 
The Questions  
The questions are designed to follow the natural stages of growth and 
development of our lives from conception through to the present as outlined in 
Chapter 3.  The design of the questions is important as the natural 
development of human lives has evolved the way it is over many billions of 
years, and the Complexity Theory of Change suggests that nature knows more 
about what it is doing than we do, so I simply follow its system.  The idea 
being that a Complexity Theory of Change works with what’s there, just as 
nature does, following as closely as possible the deep structure patterns and 
processes that are already there. 
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The questions have been developed from the levels of growth outlined in 
Chapter 3.  To provide a sense of perspective that incorporates their whole life, 
participants were asked to answer the questions from the imaginary position of 
lying on their death bed far in the future looking back over their life.  This is an 
important perspective from which to view our lives from time to time, as it 
tends to make it easier for people to prioritise what is really important to them, 
and to get people thinking in terms of the context of their whole life. 
 
It is a perspective we need to visit regularly if we are to find and fulfil our true 
vocation / mission in life:  
By and large, a good rule for finding this out is the following: the kind of 
work God usually calls you to is the kind of work (a) that you need most 
to do, and (b) that the world needs most to have done. … The place God 
calls you to is the place where your deep gladness and the world's deep 
hunger meet (Buechner, 1973:19 in Peck 1993:86). 
 
The questions are designed to help participants discern their true vocation so 
that they may become clearer on whether or not their present position is 
fulfilling it.  The clearer participants are on their answers to the questions, the 
better is the clarity of communication at the workshop and in the organization 
generally.  It is important to have individual clarity of purpose if we are to 
achieve a clear group / organizational purpose, and to get people clear on their 
commitment to their work within their own personal goals and the broader 
goals of the Organization. 
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Diagram 6.2 Explicating Organization’s Vision (Attractor) & Values 
 
 
The Questions 
Man is not fully conditioned and determined but rather determines 
himself whether he gives in to conditions or stands up to them. … Man 
does not simply exist but always decides what his existence will be, what 
he will become in the next instance (Frankl, 1984:154). 
 
Participants were asked to answer from the imaginary perspective of looking 
back over their lives from their deathbed off in the distant future: 
 
1a.  What qualities would you have most regretted not developing in yourself?  
Or who do you want to be remembered as?  
1b.  What is it those you care about would say at your funeral? 
 
With part b of this question, participants were asked to actually go and ask 
those people what they would say.  The reason for this is to help broaden out 
the perspective with which the question can be approached and, secondarily, 
to begin to create a dialogue with someone else which helps us think about the 
question.  A lot of people find this a difficult exercise. 
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2a. What contribution would you have made to your relationship? 
2b. What qualities would you have most loved / admired / respected in your 
partner? 
 
3a.  What contribution would you have made to your family? 
3b.  What qualities would you have most loved / admired / respected about 
your family? 
 
4a.  What contribution would you have made to the world at large? 
4b.  What qualities would you have most admired / respected / valued in 
those you worked with and worked for? 
 
In answering question 5a participants were asked to imagine that they were 
are God and they had the power to do whatever they liked on this planet.  
They were asked to answer question 5b as themselves. 
 
5a.  What is it in your 'omnipotent' opinion that needs most to be done on this 
planet? 
5b.  What is it you need most to be doing? 
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Diagram 6.3 Process Behind Questions 
 
 
During the personal consultations I encouraged participants to speak out about 
their values and defend their right to have them included in the Organization's 
Vision.  Although most people needed no encouragement to do so - they felt 
very strongly about their values, as might be expected - there is always a 
small group who will forgo their own interests / values for the perceived benefit 
of the larger group or to avoid conflict, and it is often these people’s values 
that the larger group needs most to be incorporated into its vision. 
 
Personal Plan  
It is important to develop a personal plan before beginning to develop a 
professional plan, or an organizational plan, so that employees’ professional 
work may be congruent with their personal growth and development.  If an 
individual’s personal growth and development needs are not being met at 
work, their job will tend to be some meaningless task they do in order that 
they can pursue their growth and development needs elsewhere.  Conversely 
the more congruent are an individual’s personal goals with their professional 
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occupation and goals, the more fulfilling or meaningful they will find their work.  
In order to have the desired congruency between these two things throughout 
an organization, thereby creating a sense of ownership and personal 
responsibility for it, employees must spend some time developing:  
 
1. A personal development plan; that is congruent with 
2. Their professional development plan; that is aligned with their 
respective 
3. Performance partnerships; that are attuned with 
4. The mission statement and goals and objectives for the area 
where they work, derived from the organization's mission 
statement and strategic / corporate plan: that is congruent with 
5. The organization's vision and values that aim to constrain the 
organization’s culture. 
 
Diagram 6.4 Levels of Organizational Alignment 
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Participants were then asked to write their answers to the questions in the 
space provided below as an example of how a personal plan could be written.  
1. Self 
Through living by my: _____________________________________________  
2. Other 
I serve my partner by: ____________________________________________  
3. Family 
My family by: ___________________________________________________  
4. The World  
Those I come in contact with by: ____________________________________  
5. The Spirit / Universe 
Thereby fulfilling my highest purpose of: ______________________________  
 
Diagram 6.5 
GRAPH SHOWING LEVEL EACH PHASE OF INTERVENTION AIMED AT 
 
 
PHASE 2. CONNECTIVITY  (Moving the Organization to its poised state) 
Five Three Day Introductory Workshops on cultural change took place from 
mid July to mid October 1994.  Attendance at these workshops was done on a 
band by band basis which, unlike the rest of the workshops where attendance 
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was by section with all bands attending, people from different sections would 
be attending with those of other sections who were at the same level (band) 
within the Organization.  The reason for mixing up the attendance in this way 
was to increase the connectivity between levels and across all sections of the 
Organization.  This phase began with the SES and Band 5 senior management, 
or leadership group, workshop as it established the context in which the others 
would proceed in, followed by Band 4, two Band 3 workshops and the Bands 1 
and 2 combined workshop last.   
 
Purpose  
The purpose of the Three day Introductory Workshops on Cultural Change was 
twofold: to give participants a general understanding of the process of cultural 
/ human change; and to actually begin bringing about some of the changes 
desired in the Organization's culture.  The way the changes were initiated was 
through the sharing of each individual’s values, that they spent the last couple 
of months developing, with each other and the wider group, in a respectful and 
caring manner.  The workshops were held away from the Organization's 
premises, and ran from mid July to mid October.  Phase 2 of the intervention 
completed the unfreezing of the existing state of the Organization's culture on 
the deep structure and begins the process of reframing the sort of culture that 
was desired going forward.  If these workshops go well the Organization will be 
aware of the state it is poised for change in by the time the workshops are 
completed.  
 
Developing The Vision - The Vision Process 
At the conclusion of the five Three Day Introductory Workshops, three groups 
had a draft vision statement and two groups simply arrived at a combined 
group value statement to be further developed.  At the Three Day Introductory 
Workshops the process that had begun on an individual level with the five 
questions was transformed to a small group process by people sharing their 
individual values with each other and developing a common statement of those 
values as a group.  At each of these workshops a participant was selected by 
the group to represent it in the newly formed Vision Working Group, whose job 
was to finalise the Organization's vision.  Membership of the Vision Working 
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Group included a participant of each of the Three Day Introductory workshops.  
The Vision Working Group would spend the next twelve months developing the 
Organization’s Vision.   
 
Ownership of the Vision Process 
A lot of visioning processes don’t pay sufficient attention to the individual and 
just attempt to arrive at a meaningful vision simply from discussions at the 
large group level.  There are two main problems with this: firstly, it often leads 
to a rather superficial vision statement with usually a small group exerting 
great influence over the vision; and secondly, the all important deep structure 
emotional connection between the individual and the group often does not get 
connected or worse gets squashed by the process. However, if the vision is 
created out of the individual values on an organization-wide basis, then people 
are encouraged to come out of the personal with it and ascribe it to the larger 
group.  When this is done the ownership of the vision becomes organization-
wide and not just a statement of a few meant to represent or have meaning 
for the whole group.  The ownership of the Organization’s Vision in this 
instance became such that there was real conflict, which held up the process 
for months over one word, during the development of the Vision Statement.   
 
At the large group level the process was transformed again to be an 
Organization-wide process, with groups sharing their values with each other 
through their representatives and negotiating a common vision and value 
statement that encompassed all members of the Organization.  The Vision is 
developed in this way: first individually; then with a small group; then the 
large group - because this is the way in which identity and culture evolves 
according to our Complexity Theory of Human Change as outlined in chapter 3.  
It is also how cultural identity grows from the intimacy and relative simplicity 
of the newborn's relationship to its mother being everything, from where it 
gradually grows outward through levels of increasingly larger groups and 
complexity (see chapter 3). 
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PHASE 3. EMERGENCE: Strategy & Planning Workshops 
The way the cultural remoulding was to be done was by channelling the DS 
energy released in Phase 2 into developing new structure, strategy and work 
processes for the Organization, thereby embedding the required changes in the 
more surface to mid structure processes of the Organization.  It was envisaged 
and planned at the beginning that the emergent changes were to be culturally 
embedded through a series of the two day strategic planning workshops (see 
attached S&P W/S handout).   
 
PHASE 4. REINTEGRATION: Performance Partnership Workshops 
The Performance Management Training had been legislated into the EBA and 
needed to take place by June 1994 as performance management was to begin 
on 1 July 1994 for all staff.  This meant that the normal phases of the 
Intervention had to be changed, resulting in phase 4 being done first.  
Although this change altered the steps of the intervention it did not 
compromise the process overall.  
 
PPT Workshops 
The process of altering the impetus of the implementation of the Organization's 
performance management system was carried out in a series of unstructured 
meetings over the months of May and June 1994 during which time five two 
day workshops titled ‘Performance Partnership Training’ were convened.  These 
workshops were done on a section by section basis, as the main focus of the 
workshops was on getting participants to develop their Performance 
Agreements with their direct supervisors and section heads.  This was made 
difficult because participants had not yet had the opportunity to fully develop 
their personal and professional development plans, nor section mission 
statements, which once complete makes writing performance agreements 
aligned with the Organization’s goals a more straightforward task. 
 
PHASE 5.  REITERATION: One Day Follow-up Workshops & Revisiting 
the Questions 
Phase five of the Intervention was designed as a follow-up on the work that 
had been done to date where the whole Intervention would be reviewed to see 
 169 
Chapter 6 – Methodology for Intervention - 170 
how far the Organization had come along its desired route of cultural change.  
This phase was also intended as a recapitulation of the ground covered, done 
in such a way that it would further embed the change and learning undertaken 
so far and provide added emphasis and encouragement for the Organization to 
keep pushing ahead with its cultural change agenda.  To this end another, final 
round of one-to-one interviews was conducted with each staff member, and 
feedback was gleaned on the process from each participant in the last series of 
workshops which marked the end of the formal part of the Intervention.   
 
Last Round Of One-to-One Interviews 
The final phase (4) of the Intervention began toward the end of April 1995 by 
way of another round of one-to-one interviews with all staff to glean feedback 
on the process and to review the questions with them and discuss any 
problems they were still having.  The interviews conducted during the end of 
April and the first half of May led up to the last four One Day Follow-up 
Workshops that were convened between 19 and 29 May 1995 and marked the 
end of the Intervention.   
 
One Day Follow-up Workshops  
With the advent of the restructuring the Organization underwent during the 
Intervention (see chapter 7), it was only necessary to do four One Day Follow-
up workshops as there were less branches and the large Resources 
Management Branch saw the Follow-up Workshop as a day to iron out any 
lingering problems left over from the merger of the two smaller branches.  
Four workshops were necessary, despite there only being three branches now, 
as the merged size of the Operations Branch was now large enough, with 35 
staff, to create logistical and coordination problems if not split in two.  The new 
Operations Branch GM attended both workshops as a means of getting to know 
the people in the Branch and assisting with the integration of the energy 
created at the Leadership Group Workshop. 
 
Attention now turns to a discussion and evaluation of the intervention.  
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CHAPTER 7 INTERVENTION DISCUSSION 
What we can construct, if we keep notes and survive, are hindsight 
accounts of the connectedness of things that seem to have happened: 
pieced-together patternings, after the fact (Geertz, 1995:2). 
 
In his book After The Fact: Two Countries, Four Decades, One Anthropologist, 
Clifford Geertz, an Anthropologist with over forty years experience in studying 
culture, says that:  
To form … accounts of change … calls for showing how particular events 
and unique occasions, an encounter here, a development there, can be 
woven together with a variety of facts and a battery of interpretations to 
produce a sense of how things go, have been going and are likely to go 
(ibid:3). 
 
For all that may be made of the theories, models and methods in this work 
Geertz’s words of wisdom describe, with simple honesty, what the following 
three chapters are really about. 
 
Getting to Know the Organization 
By the time of my first contact with the Organization, an informal meeting with 
the Human Resources Manager in May 1993 some 14 months after its 
inception, the first Enterprise Bargaining Agreement (EBA) had still not been 
struck.  At this stage I knew nothing about the transition drama, nor that the 
Organization was having problems striking their first EBA; but the tension in 
the Organization was palpable.  I was invited back to address a meeting in 
August that year to discuss the Organization’s culture with a small ‘problem’ 
section.  The meeting went for approximately two hours during which nothing 
was formally agreed to; however, we did manage to begin to focus around the 
point that it seemed to be a problem of mistrust between management and 
staff that if we were prepared to work on we could improve.  At this stage the 
‘problem’ was still very diffuse and it was evident that staff weren’t prepared to 
begin opening up about the pain of transition drama with an outsider. 
 
However, as a result of this meeting, the HRM submitted a proposal to the MD 
on 20 August 1994 titled ‘Organizational planning and development work…’. 
The proposal set out a timetable of work and made the following 
recommendations: 
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 That the MD discuss with the HRM, Executive Secretary and General 
Managers the status of productivity and morale within the 
Organization and possible actions to be taken to enable an effective 
transition (change management) through the coming months. 
 
 If the work proceeds you consider involving yourself in this  
process… 
 
Approval was not given; rather the MD decided to defer the work until a later 
time.  This was the HRM’s first attempt at getting the MD involved in the 
cultural change process. 
 
Enterprise Bargaining Agreement  (EBA  #1  1993) 
The evolution of the Organization's EBA during and immediately after the 
Intervention is used as an anchor that is revisited frequently throughout the 
study, because how the EBA process is going is a good indicator of the current 
state of (industrial) affairs in any organization and especially this one.  It is 
especially useful in this case as the conflict and resentments carried over from 
the transition came to a head in the EBA negotiations, and the conflict over the 
future of the Organization’s culture was most clearly evident in the EBA 
negotiations.  It was also the EBA process that created the conditions for an 
intervention to be conducted. 
 
By November 1993 communication with the Organization had come to a 
standstill as the Human Resources Manager (HRM) was having difficulty getting 
the Managing Director (MD) to sign onto such a radical concept as a ‘Cultural 
Transformation Program’ (the Organization's term for the Intervention), which 
by now both the HRM and myself believed was needed.  However, it turned out 
things were more complex than that, as the Managing Director’s main focus 
was on striking the Organization’s first enterprise agreement with the union 
and employees.  The way the transition had been managed led to significantly 
low levels of trust between management and staff which was hindering 
negotiations on the EBA. 
 
Management wanted to break with the Australian Public Service (APS) terms 
and conditions, and develop its own more private sector terms and conditions 
specifically tailored to the Organization.  In particular, management wanted to 
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introduce performance management for everyone in the Organization, and the 
union wanted the transitional commitment to PSA cover honoured - their pay 
rise.  Existing industrial relations legislation meant the only way to meet both 
needs - salary increases and other benefits for staff, and performance 
management and other tailored conditions for management - was to negotiate 
an EBA for the Organization.  
 
Following lengthy briefings to the Organization's Board, a Terms and 
Conditions Working Group (EBA working group) was formed consisting of the 
MD, HRM and a Human Resources Officer (HRO) representing management, 
and staff representatives from the Union and the workplace as well as a Union 
negotiator from the Union’s head office.  The atmosphere of the Working Group 
at this stage was described by one member as ‘defensive and confrontational, 
and everybody was upset by the process’ (personal communication September 
1996).  So little headway was being made with the EBA process that eventually 
a private sector negotiator from the NSW Chamber of Commerce was bought 
in by the MD as a consultant to assist.  
 
The Organization’s first EBA was eventually certified, with several reserved 
matters, by the Australian Industrial Relations Commission (AIRC) on 14 
September 1993.  It was more of an interim EBA allowing employees to get 
their pay rises, but not retrospectively, until further negotiations could be had 
on reaching a full EBA.  The EBA document itself was brief, 9 pages including 
attachments, and was very formal and legalistic in wording and presentation.  
It was intended as a stop-gap measure remaining in effect until 31 March 1994 
- a period of seven months.  It provided a salary increase of 3.5% to staff and 
a salary bonus.   
 
The productivity improvements that provided this salary increase were: the 
undertaking of a review of performance management and remuneration and 
classification arrangements for all staff; and the introduction of performance 
management for senior officers not covered by the award.  So staff got their 
pay rise without having to commit to anything more than a review, hence the 
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comment: ‘it was a fiddle about at the edges to get a pay rise - not an EBA’ 
(personal communication August 1995).   
 
This initial EBA included a commitment to ‘ … reaching and recommending an 
agreed position on performance management, and remuneration and 
classification arrangements, within the terms of the Agreement’ (1993 EBA).  
To that end a working party was established to make recommendations on 
performance management for all employees.  Subsequently a report was 
submitted to the Organization’s management by the performance management 
working party.  Interestingly, the first two recommendations were focussed on 
addressing the Organization's cultural problems by developing:  
a cooperative culture where all staff within [the Organization] see 
themselves as members of the team, take pride in their individual 
contribution to that team and participate in the enhancement of that 
team’s performance;  
 
and to give all staff an opportunity to meet … to discuss and clarify the 
current organizational culture, to discuss the preferred culture and to 
develop strategies for achieving the desired change in culture (see 
performance management working group Confidential Report, 1995:2).  
 
In this way the need for cultural change, first identified by the Divisional HRM 
plan in 1990-91 (3.8), became a union negotiation point in the EBA process, 
giving rise to the opportunity for an intervention.  The striking of the first 
Agreement relieved enough pressure to allow the MD, who was not too keen at 
this stage on the idea of an outsider coming in, to put the Cultural 
Transformation Program (the Intervention) on hold.  Meanwhile discussions 
with the Organization about the Intervention came to a standstill over the 
Christmas (1993) period and into the (1994) New Year, leaving the novice 
researcher to live in the rather perilous state of maybe having to find another 
organization to do the research in, or finding another topic to research - such 
are the dangers of doing research in the real world. 
 
Organization’s Assessment of the Problem (EBA #2 1994) 
Contact was eventually made with the Organization via the HRM on 10 
February 1994 when I was informed that the ‘problem’ had been identified and 
the work was going to be tendered out, so if I wanted to be included I would 
have to submit a proposal by the close of business on 25 February 1994.  The 
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specifications for the work included ‘Performance Management Training’ and 
‘Management Training’.  Under the heading ‘Need Currently Identified’ in the 
specification for the Performance Management Training (HRM fax 10/2/94:2) it 
states that the Organization:  
is currently negotiating with the Public Sector Union to reach agreement 
on changes to terms and conditions of employment and work practices.  
As part of this consultative process, a working party was established to 
make recommendations regarding the implementation of Performance 
Management in [the Organization]. 
 
The specifications continued: ‘The Public Sector Union and [the Organization’s] 
Management have agreed to the implementation of Performance Management 
for all staff on 1 July, 1994’.  Finally a compromise ‘deal’ had been struck 
between management and the union over the Organization’s second EBA that 
was ratified by the AIRC on 21 April 1994 - over two years after the 
Organization’s inception.  Interestingly, this delay was hinted at by the PSU 
Industrial Organizer in a response to a question by a Senator about her 
experience with other authorities during the Senate Inquiry back in September 
1991.  At the inquiry she said that after the start up of a new authority: ‘What 
we would normally do is try and spend 18 months to two years trying to get 
back to those conditions of service which we are enjoying at the moment’ 
(IST:117). 
 
It might have taken them a couple of months longer than the Industrial 
Organiser first envisaged, but staff were successful in ‘negotiating more 
favourable terms and conditions’ with the Organization than what they were 
enjoying at the Department, as alluded to by the Secretary in his 31 October 
briefing notes to the Minister (see Ch 1 page 12), in return for accepting 
performance management and other terms.  The EBA included a code of 
conduct, the nature of employment, hours of work, types of leave, 
remuneration, performance management and broadbanding of classifications.  
In return staff received two salary increases totalling 5% which finally bought 
them into line with, or just ahead of, the APS and management was to undergo 
training in ‘human communication’. 
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Training Specifications 
Under the heading ‘Needs Currently Identified’ in the specification for 
Management Training (HRM fax 10/2/94:2) it states: 
A number of Managers are in need of further development in the areas of 
Communication skills, Interpersonal skills, Managing people, and dealing 
with conflict and/or difficult situations/people.  The Managers themselves 
agree with this assessment and welcome training in these areas (HRM fax 
10/2/94:4). 
 
It is interesting to note how similar these February 1994 training specifications 
are to the first three areas identified as ‘special purpose areas needing 
emphasis’ by the Division’s HRM group for the Section, before the transition, 
back in 1990-1: ‘managing change; conflict resolution; and effective 
communication’ ([Divisional] HRM Plan 1990-91:3.8). 
 
Despite the ‘tense and mistrustful’ (EBA Working Group member personal 
communication September 1996) atmosphere during negotiations of the 
second EBA, a solid and thorough EBA, 45 pages including attachments, was 
negotiated and presented in a less formal and more accessible manner.  
However, the EBA included a page-long list of ‘reserved matters’ which were to 
be negotiated within twelve months of certification - almost the same twelve 
month period, within two weeks, as the Intervention itself (May ‘94 - May ‘95).  
How the reserved matters were negotiated would give a good idea of the 
effectiveness of the Intervention. 
 
Agreement was eventually reached on the second EBA and ratified by the AIRC 
on 21 April 1994, the basis of which was employees getting their pay rises for 
accepting performance management, and management and the Organization 
were to take on a cultural change program in the guise of training.  With the 
EBA settled, the immediate problem for the change agent was to diagnose the 
‘problem’ further and reach some agreement with the Organization as to what 
the real cause of its cultural problems were.  I was assisted with the diagnosis 
by the following statement the HRM included in the tender specifications:  
I would like to foster a sense of “team” so that working relationships 
begin to grow across functional boundaries.  It is important that 
Managers and Assistant Managers recognise themselves as important 
“leaders” in the workplace and operate in a consistent way as part of the 
Management team’ (HRM fax 10/2/94:5). 
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The HRM indicated in her fax that the: ‘Current issues within teams are … due 
to a lack of understanding regarding differences in work styles and 
personalities, and a need for respect for and acceptance of that difference’ 
(ibid:4).  The main challenge then became to understand what was causing the 
lack of understanding and respect in the first place - as I still had little 
indication of the transition drama at this stage.  
 
The HRM also assisted with this in her concluding remarks in the training 
specifications by suggesting that she was ‘available to meet with you to discuss 
details prior to’ the deadline for submissions (ibid).  During our subsequent 
meeting the HRM made it clear to me that she was not confident that the 
Organization had properly identified the problem or that the proposed training 
would address the real issue.  After considering the training specifications, and 
learning a little more about the transition drama, I was also far from 
convinced.  At this stage neither the HRM nor the MD, both of whom had 
started with the Organization after the transition, nor myself fully understood 
the depth of resentment carried over from the transition drama by staff who 
transferred to the new Authority.  The importance of the change agent’s 
relationship with the HRM becomes apparent through this process: however, 
she is not the key relationship to cultural transformation in an organization; 
the key relationship is with the Organization’s leadership.  In this case neither 
the HRM nor myself were convinced we had the wholehearted support of the 
MD. 
 
I was notified by telephone on 18 March 1994 that my tender had been 
successful to provide the training, but I did not agree to do it as I was not 
satisfied that:  
a) I really knew what the problem was; 
b) the leadership agreed with my definition of the problem;   
c) the leadership was committed to tackling the ‘real’ problem; and 
therefore 
d) the leadership thoroughly understood what it would take, i.e. what 
would be demanded of them if they were serious about changing the 
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culture, and therefore had the necessary commitment to the proposed 
course of action. 
 
These four points are essential for any organizational transformation to be 
effective. 
 
Unstructured Meetings  
Between the time I received the tender documents (10 February 1994) and the 
date that the final proposal for training - the Intervention - was submitted on 
21 April 1994, several unstructured meetings were held with people from 
various areas of the Organization.  Meetings included the EBA Working Party, 
management and the MD.  I met with the MD twice in order to: firstly, try and 
understand what his ‘management style’ was; secondly, have him understand 
what I was proposing to do ; thirdly, assess his level of commitment to the 
program; and, finally, assist with the diagnosis of the problem.   
 
The MD’s initial resistance to participating in the Program was eventually 
tackled in a facsimile addressed to the MD and HRM (7 April 1994), where I 
drew attention to the difficulty he was experiencing finding the time to spend 
with me ‘to ensure that the program starts in the right (your) context’.  I went 
on to say: 
You know better than most that the success of any new program or 
system that is brought into an organization be it marketing, sales, 
production, accounting, training, management, personnel etc is almost 
directly proportional with the commitment to it by the organization’s 
leadership.  With this in mind how can I be reasonably expected to 
perform my side of our [proposed] agreement without your full 
commitment to the program (ibid:1). 
 
Recognising the influence leadership has on an organization's culture, it 
becomes imperative to align the leadership with the type of cultural change 
being aimed at in the Intervention.  It was becoming increasingly important to 
meet with the MD more often in order to assess what his management style 
and commitment to the program were, meetings that were eventually granted. 
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The lack of trust and openness in the Organization was palpable, but defining 
its cause seemed to be particularly elusive in the early stages and I needed to 
know why it existed before I could: 
a) define what the problem was which would allow me to either; 
b) develop a program to address it or; 
c) explain my reasons for not being able to do it and decline the work. 
 
My Diagnosis Of The Problem at That Stage 
TWO IDENTITIES ATTEMPTING TO SELF-MAINTAIN 
In my proposal to provide the training (the Intervention) dated 21 April 1994 
(see appendix 1), I diagnosed the problem: Increasingly Federal government 
policy has been to establish Statutory Authorities, with boards made up of both 
industry and government representatives, to manage Australia's natural 
resource stocks.  The principle behind this policy is twofold: Firstly the 
resource users, the primary commercial beneficiaries of the resource, should 
pay for at least part of the sustainable management of the resource - the user 
pays principle; Secondly, as it is in the interest of the resource users to see 
that the resource stock is managed on a sustainable basis, the users, who are 
also major funders of the Authority, should have a say in the management of 
those stocks and the running of the Authority.  The government's theory is to 
put the two groups, users and managers, together in one organization and 
have them manage their industry together.  It was under this type of policy 
that [the Organization] was established on the 3rd of February 1992.  
 
As with so many things that seem so straightforward in theory, the practice 
turns out to be anything but straightforward.  For a start, the bulk of the 
employees, including management, came across from the Australian Public 
Service, where [the] resource stocks used to be managed, and were thrust into 
an organization under a board of directors that includes both industry and 
government representatives.  What the employees were not really prepared for 
when they moved to such a Statutory Authority as [the Organization] was the 
pain involved in the 'cultural' change they would have to undergo as part of the 
move to operating in a more private sector environment, with more emphasis 
on performance and less on job security.  Both of these factors are being 
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demanded by the industry representatives at the board level who, as part of 
their responsibilities, have the role of demanding accountability for the 
financial contribution made by the industry to the Statutory Authority.  
 
There is also the perceived surface structure competing short and long term 
interests of the two groups, which comes from their different backgrounds.  
Those whose primary interest is in the sustainable management of the 
resource stock, and those whose primary interest is the maximum commercial 
use of that stock.  Such a perceived conflict of interest at this level is often 
unconsciously translated into anxiety and tension across all levels of the 
organization.  When such perceived competing interests are placed together to 
'work it out for themselves' in one organization, it can become a breeding 
ground for tension, anxiety and dysfunction.  
 
The main surface level tension is at what cost to the industry in the short term 
is the long-term sustainable management of the resource going to be.  Yet at a 
still deeper level the reality is that both groups are dependent on the long term 
sustainability of the resource stocks.  The question then becomes: how to get 
the two groups to reach agreement on the core, shared, reality: that they are 
both ultimately dependent on the long term sustainability of the resource 
stocks; and begin to rebuild the organization's culture around this common 
aim?  Thereby forging the one identity.  What we need to create is a 'win win' 
vision around the acknowledgment of this common aim, which will then 
ultimately be transferred into a 'win win' workplace across all levels.  The 
chances of building such cooperation is made more difficult whilst the 
employees are feeling attacked on all angles: with less job security; increased 
productivity demands; new enterprise based awards; and conflicting deep 
structure positions about what is, and is not, sustainable use of the resource.  
 
Changes such as those already mentioned are enough to create considerable 
tension and conflict within any organization; however, they are probably not 
the source of the majority of the conflict.  The core of the problem is a power 
struggle to see which side's culturally, or socially conditioned, identity is going 
to dominate, or gain control of how the newly established Statutory Authority 
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is going to operate.  The purpose of the training program that I suggest we, 
[the Organization’s] leadership and myself, develop for [the Organization] is: 
to get through the surface levels of emotional resistance, created by the two 
groups' disparate backgrounds, and therefore identities, to enable them to 
acknowledge that in fact they actually are working towards the same goal, but 
from different perspectives.  This acknowledgment of the differences is the first 
step towards building respect for each other and eventually replacing any 
feelings of mistrust and resentment with trust and alignment to purpose. 
 
MD’s Response 
The MD’s response was to put it out for the managers to decide, of which I had 
to meet individually that day with seven managers, by the end of which all, bar 
one, were supporters of the Intervention, and the HRM and the EBA Working 
Group were keen supporters.  There was also the added pressure now being 
applied by the recently certified EBA which included a clause that the 
employees would be trained in Performance Management by 30 June, now only 
two months away.  It was on this basis that I entered into the contract to carry 
out the Intervention between the Organization and myself on 6 May 1994, 
seven weeks after being offered the work and a year since my first meeting 
with the HRM at the Organization’s premises. 
 
Joint Diagnosis Of The Problem 
Together with the EBA working group, management and staff we managed to 
broaden the areas that needed to be focussed on if we were to be successful 
with the transformation of the Organization’s culture. Together we developed a 
purpose for the Intervention: 
To transform communication and cooperation between 
individuals in all areas of the Organization thereby enhancing its 
inner health, cohesion and overall effectiveness.  
 
The following points then became the focus of the Intervention and also served 
as the headings for the survey and the basis of my performance agreement 
with the Organization. 
1.  Interpersonal Communication 
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2. People Management 
3. Leadership 
4. Strategic Planning 
5. Individual Development Plans (Both Personal and Professional) 
6. Performance Management 
7. To transform the present culture of the workplace into an open, trusting 
environment where people are encouraged to take risks with 
communication. 
8. To develop a sense of ownership of, and responsibility for, the 
organization as a whole in its employees. 
9. To improve the amount of satisfaction and fulfilment employees gain 
from working at [the Organization]. 
 
Data Compression  
After two years and two months (April 1994), the Organization eventually 
negotiated a meaningful EBA, offering the staff terms and conditions better 
than they had previously in return for performance based pay - performance 
management.  However, staff only agreed to this on the proviso that 
management get training in ‘Communication skills, Interpersonal skills, 
Managing people, and dealing with conflict and/or difficult situations/people' 
(HRM fax 10/2/94:4).  With the signing of the Organization’s second EBA, the 
state of crisis that had fluctuated between ‘crisis and desperation’ over the last 
four years gradually began to subside.  The question then became how to 
intervene in a way that would build on the thawing of icy relations between 
management and staff and begin to create a stronger more coherent culture. 
 
Weak Cultures 
Deal and Kennedy suggest that ‘companies with weak or fragmented cultures 
make much ado about the business and its performance - almost as though it 
operated without the help of human hands’ (1988:131).  This was certainly the 
case with the new Organization, as the central criticism I had of their first two 
corporate plans (Interim Corporate Plan 1992-93 to 1993-95, Corporate Plan 
1993-94 to 1995-96) was the complete lack of any mention of staff or people 
who made things happen.  Under the heading ‘Signs of a Culture in Trouble’, 
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Deal and Kennedy (1988: 135-139) list factors such as: Inward Focus; Morale 
Problems; Fragmentation / Inconsistency; Emotional Outbursts and Clashes 
Between Subcultures as the key indicators of a culture in trouble.  At this stage 
of its development the Organization was exhibiting behaviour in all the areas 
listed by Deal and Kennedy as Signs of a Culture in Trouble.   
 
The inward focus of the Organization on its own internal process and drama 
became apparent during the Intervention; the recognition of which saw, 
amongst other things, a greater emphasis placed on perceived external threats 
such as environmental concerns.  The morale problems were acknowledged by 
the MD and HRM and are referred to in the HRM’s ‘Historical Outline of the 
Transformation Process’ (6th December 1995:1).  Fragmentation and 
subculture clashes were evident in the identification of the ‘problem’ group, 
and emotional outbursts were almost the order of the day in the early life of 
the Organization.   
 
PHASES OF THE INTERVENTION 
PHASE 1. DIFFERENTIATION: Doing the Questions 
There was a six to eight week preparation phase leading up to each workshop 
during which at least five personal consultations (Huse’s level 4) were held 
with each participant where they were asked five structured questions each 
with a part a and part b.  Consultations were of approximately one-hour 
duration and were held once a week or fortnight as schedules allowed in small 
offices in the Organization's premises.   
 
During the first consultation considerable time would be spent outlining the 
model and purpose of the questions; only after this was clear would the 
participant be given the first question containing parts a and b, and 
instructions to draw up a list of words for each part.  After agreement had 
been reached on the answer to the first question then the next question 
including part a and b were given out to be answered by our next meeting.  
This process was concluded when a satisfactory answer had been developed 
for each of the five levels of questions and the values had been structured 
from the surface (most loosely held) to the deep (most fiercely held).  At 
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subsequent consultations time would be spent with the participant assisting 
them in integrating part a and b to create one list of as few words as possible 
to sum up their answer to the question.  Next each participant had to 
prioritise, or structure, their list of qualities and values from those most deeply 
held to those on the surface.  These interviews allowed for plenty of discussion 
about the state of the Organization and how it was affecting participants as 
individuals. 
 
ONE TO ONE CONSULTATIONS 
Stuck at Level 
Almost without exception people who did the questions seemed to get stuck, or 
have particular difficulty, answering one or other level of the questions.  When 
I asked if they were experiencing difficulty in that area of their lives at the 
moment the reply was invariably yes.  And when I asked if that area was 
flowing over to and influencing their work the answer was also invariably yes.  
In most instances people intimately related to their answer for the final 
question five.  Often as the answer was finalised it was met with an emotional 
expression such as tears or a sense of awe / wonderment as to how accurate it 
was - as if they were consciously realising something they had been 
unconsciously aware of for a long time.   
 
Immediate Change / Results 
The effect on participants of answering these questions is often dramatic and 
can create instant change.  In this case a couple of people handed in their 
resignations before finishing the questions with me; in particular one senior 
person who had been with the Organization for some time said to me as she 
finished the answer to question 1, and got what she was doing into 
perspective: ‘I don’t need this what am I doing here?’ - a question I attempted 
to get all participants to answer honestly throughout this stage of the 
Intervention.  I had warned the MD and HRM before starting that people could 
leave as a result of the program, and management were pleased with the 
outcome of this person deciding to move on and read this early development 
as a good indicator of the Intervention’s future effectiveness.  Answering these 
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questions or something similar is a good way to get started on developing a 
personal, or life, plan. 
 
PHASE 2. CONNECTIVITY: Three Day Introductory Workshops 
The purpose of Phase 2 of the Intervention was to complete the unfreezing of 
the existing state of the Organization's culture on the deep structure, and 
begin the process of reframing the sort of culture that was desired going 
forward.  The questions delve into each individual’s deep structure sufficiently 
for them to realise their own personal values and life vision; whereas the focus 
of Phase 2: the Three Day Introductory Workshops, was to begin the process 
of connecting the individual statements together, to be abstracted and 
expressed as the Organization's vision.  
 
Three Day Introductory (TDI) Workshops 
The first morning of the workshops was spent outlining a much simplified 
version of the Complexity Theory of Change outlined in Chapter 2 and 3, which 
established the context for the change to happen in.  In the afternoon of the 
first day a couple of exercises were completed that allowed people to explore 
their own enculturation and identification to see how that process effected 
themselves, others and the group as a whole.  The morning of the second day 
was spent discussing how that process operates in organizations generally and 
how the process of identification affects participants' existing relationships in 
the Organization. 
 
After finishing the morning discussion on the importance of individual missions, 
the afternoon and evening of the second day was devoted to sharing individual 
values and mission statements and abstracting and developing each 
workshop’s version of their vision for the Organization.  This was invariably an 
emotional process with all workshops working back into the night after a light 
evening meal.  The final day of the workshops were spent further developing 
communication skills and discussing leadership qualities, a process that began 
back with the Performance Partnership Training Workshops, and continuing the 
process of developing the Organization's Vision - a process that would continue 
across the whole Organization for the next twelve months or so. 
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Leadership Group’s TDI Workshop  
At the Leadership Group’s TDI Workshop, the MD arrived early in an agitated 
state and rather aggressively and defensively challenged me on the necessity 
of having all the leadership away from the Organization for such a long time.  
It was during the first of the Introductory Workshops for Senior Management 
that I began to get some real insight into just how bad relationships were in 
the new Organization.  In this workshop the MD told the story of how isolated 
he felt when during the first six months he was at the Organization he was 
living alone, as his family was still to travel from interstate, and during that 
time none of the senior management so much as asked him to visit for a drink, 
some of whom knew him quite well and had even worked with him before.  In 
each of these workshops a considerable amount of this type of emotional 
clearing, where participants' feelings had been hurt by past actions, such as 
the transition, was undertaken and the resultant easing in tension was 
obvious. 
 
DEVELOPING THE ORGANIZATION’S PRIMARY ATTRACTOR: THE 
VISION PROCESS 
Of the five workshops, only SES & Band 5, Band 4 and one of the Band 3 
workshops managed to complete a vision statement during the workshop.  The 
other Band 3 workshop and the Bands 1 & 2 combined workshop did not get a 
vision statement out and were far more focussed on values than the other 
groups.   
 
TDI W/S Bands 1 & 2 
The outcome of the Bands 1 & 2 Combined Workshop, which represents the 
lowest paid and ranked staff in the Organization, was set out under four 
headings: A. Community Spirit; B. Communication / Human Contact; C. 
Growth; and D. Leadership.  There was much mention under each of these 
headings of values and ideals of behaviour such as: A. ‘Non-discrimination; 
More honesty and respect; No taking advantage of the system or resources; 
Loyalty between all staff, Commitment to telling the truth, Forgiveness, 
Understanding.  B. Collaborative rather than authoritative decision-making; 
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Openness and communication between all channels.  C. A flexible, dynamic 
and broad-minded environment - acknowledgment of different points of view, 
room to express suggestions, capacity to change and evolve to incorporate 
new ideas.  D. Leaders who are approachable, and will listen …, do not exhibit 
favouritism, assess on merit only and have no hidden agendas’ (Bands 1 & 2 
Mission Statement 1/11/94).  However, there was a complete lack of a goal or 
mission - that is, any obvious structure to their view of the Organization. 
 
Band 5 & SES Workshop  
At the other end of the spectrum was the Band 5 & SES Workshop, which 
consisted of the Organization's leadership, the outcome of which had three 
goal based statements under the heading Vision, the first of which was ‘We are 
the best resource management organization in the world’; the second began 
with: ‘We are committed to managing …’ and; the third with: ‘We will achieve 
this vision through …’ (Vision Statement SES & Band 5 Workshop undated).   
 
These statements were written despite my repeated suggestion throughout the 
workshop and whenever consulted, that visions are not supposed to be 
achieved, goals are achieved, visions are to be perpetually aimed at - 
idealistic.  Although the leadership group did include values such as ‘honesty, 
truthfulness and openness, respect for individuals and community values, 
consistency and integrity … tolerance, patience and compassion’ (ibid), its 
overall focus was far more task oriented (structure focussed) than those in 
Bands 1 & 2, who actually carry out the majority of the Organization's tasks.   
 
Whereas, the Band 4 Workshop, which comprised the Organization's 
managers, come up with four separate vision statements which were all not 
only structure oriented but future oriented as well, with a focus more on the 
Organization itself rather than what the Organization might do.  Two of the 
statements began with words:  ‘To develop a globally outstanding organization 
… ; To become a strong organization …’ and the other two included: ‘dedicated 
to the highest level of achievement’.  (Vision and Mission Feedback from the 
Band 4 Workshop, undated).  Band 4 also included values such as: ‘ 
professionalism, courage, personal growth, understanding, individuality, … 
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community, challenged, fulfilled, rewarded, heard, nurtured, respected, valued’ 
(ibid).   
 
Structure (task) and Process  
The merging of the structure and process sides of the Organization did not 
happen at the Band 3 level, it happened at band 4 level, for although one Band 
3 level group managed to write a vision it was completely void of any task 
orientation: ‘We cherish the uniqueness of everyone … support each other in 
growing to our full potential’ (Band 3/1 Workshop notes, undated), whilst the 
other Band 3 Workshop simply stated values such as: ‘Truth, Personal 
Responsibility, Respect, Care, Love, Self Acceptance, Acceptance of Others’ 
(Summary of Band 3 Vision Statement Ideas). 
 
Given these statements it would seem that the bottom three levels of the 
Organization were focussed solely on improving the quality of their working 
environment / work culture (process), and were happy to leave the 
Organization's outward goals and focus (structure) to those at the top.  The 
task or structure focus of the Organization only appeared in the more senior 
Band 4 and SES & Band 5 workshop vision statements.  However, the outward 
orientation for the Organization itself was the exclusive domain of the 
Leadership group because the managers' group (Band 4) was goal oriented but 
its focus was on the state of the Organization itself.   
 
Identity Maintenance 
The above finding supports the idea of regression outlined in Chapter 3 
whereby individuals and groups of individuals, i.e. organizations, undergoing a 
phase transition or an identity crisis become inward, or backward, looking.  
The further the stress rises and the more insecure (unsure of their identity) 
individuals in a group become, the more they regress to earlier stages of 
behaviour and become defensive of their individual identities (resistance to 
change).  It also supports the evidence so far of the state of crisis the 
Organization was in at this time.  What was happening was that the bottom 
three levels of the Organization were focused almost exclusively on the 
process going on within the Organization, whilst the managers were focussed 
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on the overall structure of the Organization itself.  And only really the Leaders 
were focussed on the outward goals of the Organization – perhaps as it should 
be. 
 
Vision And Value Statement  
Over the next twelve months each workshops’ vision statement and values 
were carefully integrated into a single vision and value statement for the 
Organization.  The Vision Working Group managed to do this through constant 
communication with the members of the Organization and with each other.  
However, the process wasn’t without incident, the biggest being over the use 
of the word cherish rather than values - this held up the process for some 
three months.  The conflict between the process and task orientation of the 
different groups was eventually resolved by including a brief statement on both 
in the vision and purpose as set out below: 
 
OUR VISION  
‘To challenge and change our world for today and tomorrow’. 
 
OUR PURPOSE 
We are committed to excellence in managing Australia’s resources, 
considering the needs of the [resource's] ecosystems and current and 
future generations. 
 
We are a community that values the uniqueness of individuals and we 
encourage and support one another in reaching our full potential. 
 
This statement is followed by a list of values most of which are outlined above.  
Whilst the visioning process was under way and once the cultural change 
workshops were complete, attention turned to the structure and strategy of 
the Organization itself.  
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PHASE 3: STRATEGY AND PLANNING  
The Need For Surface Structure Change 
The window of opportunity created by the releasing of the implicate emotional 
energy locked in the deep structure levels of the Organization's culture is only 
open for a certain critical period, and how this energy is now reintegrated into 
the surface structure explicate levels is as important as how it is released in 
the first place.  The third phase of the Intervention, titled Strategy and 
Planning, was designed to focus the newly released implicate energy so that it 
would manifest on the explicate level of the Organization's culture in new 
systems, structures, strategies and operations, thereby embodying, or making 
real, the deep structure cultural transformation by integrating the changes into 
the system.  
 
Organization's Culture Poised at SOC 
The freeing up, or clearing, of blocked past emotional energy on the deep 
structure implicate level right across the Organization, that began with the 
Performance Partnership Workshops and culminated during the Cultural 
Change Workshops, released a torrent of energy and with it a sense of 
anticipation and enthusiasm within the staff.  The integrity of a CAS, in this 
case human Organization, is such that change at the deep structure implicate 
level of human feelings / consciousness will manifest as the desire / need for 
change on the surface structure explicate levels of the Organization such as 
new structures, strategies and work processes that better reflects who they are 
- reintegration.  
 
It is at this stage that interventions often falter, through a lack of planning or 
understanding of how the change process works, or through the change agent 
becoming emotionally involved / identified with the deep structure of the 
Organization's culture.  Regardless of the justification, the singular reason they 
falter is a failure to harness the energy released on the deep structure 
implicate levels and focus it to bring about / embed a corresponding change on 
the surface structure explicate levels by transforming the structure, strategy 
and processes of the Organization in such a way as to be congruent with the 
implicate work.  When this does not happen and the initial enthusiasm is not 
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harnessed and used to embody changes to the Organization, it often leads to 
people feeling deflated as all the promise comes to nothing. 
 
Criticality 
The Intervention, and the Organization's culture, were now in the most critical 
phase, with the implicate level of the culture freed up and the resultant release 
of energy and expectation for change not yet embedded in the Organization's 
structure and strategy.  The change agent, using the Complexity Theory of 
Human Change, had successfully catalysed the Organization's culture, by 
probing around and stirring up its deep structure, until it reached the point of 
Self Organized Criticality (SOC).  The crucial factor now is that the SOC state 
be maintained right at the point of criticality until the new surface structure 
changes manifest and the Organization settles back down into its newly 
adapted state thereby completing the phase transition.  
 
The reasons that this phase of the transition, between the implicate release 
(Phase 2) and its explicate manifestation (completion of Phase 3), is so crucial 
and the integrity of this transition so important, is twofold: Firstly, at this point 
of the Intervention both states of the culture, the new and old, exist 
simultaneously, ‘just as ice floats in water at the freezing point (Smolin, 
1997:169)’; and Secondly, both individuals and the Organization as a whole 
are undergoing touchpoints at various levels making them especially 
vulnerable and open.  This has to happen or there can be no real change, 
where regression to the previous state of the culture is just as probable as is 
the flipping over into the new state.  An Organization that is well poised will 
oscillate between the two states waiting for a sign, usually interpreted as the 
definitive move, that will determine which direction it reconsolidates in.   
 
By now the changes on the implicate level bought about by the work done in 
Phase 1 & 2 were manifesting as the need for change in structure, strategy 
and work processes across the whole Organization.  People who six months 
earlier were frightened to speak out were now openly and excitedly discussing 
how they wanted to pull down barriers between workplaces and be able to 
move around the Organization to take up new roles or share roles with other 
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sections.  To find some evidence of the type of change in the energy, 
enthusiasm, excitement and increased emotional self-expression around the 
Organization during this period it is worthwhile revisiting the EBA process to 
see how it was progressing.   
 
EBA Update 
To recap, the first EBA was negotiated under conditions where ‘the atmosphere 
between staff and managers was tense, full of distrust, and often hostile.  Both 
groups felt hurt and aggrieved’ (EBA Working Group Member Personal Notes 
1996:1), and eventually ratified by the AIRC in September 1993. The second 
EBA was negotiated under conditions where ‘Again the atmosphere was tense 
and mistrustful’ (ibid:2) and ratified by the AIRC in April 1994, the same 
month the Intervention began.  The second EBA included a page-long list of 
‘reserved matters’ on which negotiations began in July 1994 and continued 
through to resolution in April 1995, which coincided with the most intensive 
period of the Intervention.  Negotiations began just after Phase 1 (The 
Questions) were completed and were conducted during Phase 3 (Three Day 
Introductory Workshops) and Phase 4 (Strategic Planning Workshops), and 
finalised one month before Phase 5, (Follow-Up Workshops) were convened.  
 
Overwhelming Response  
At about this stage of the Intervention the EBA Working Group asked for help 
from the staff to work on the ‘reserved matters’.  Twenty five staff, almost a 
third of the Organization's total, volunteered to help - an overwhelming 
response given that it had proved difficult in the past to get people to join the 
Group.  The new recruits were divided into eight teams, each team taking 
responsibility for one or more of the reserved matters and reporting back to 
the EBA Working Group.  Many of the staff volunteered to help in areas they 
had a particular interest in or felt strongly about which led to better ownership 
of the problems and a degree of conflict as old and new tensions surfaced.  
However, the conflict that arose was ‘rather less fraught than previous EBA 
negotiations had been, [as] the staff and managers were developing their 
awareness and their communication skills through the CTP [Intervention] that 
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had a beneficial effect on the negotiations’ (EBA Working Group Member 
Personal Notes 1996:2). 
 
Uncertainty and the MD’s Style  
The determining factor on which way the culture flips from its critical state is 
usually the point at which there is a manifest change, that all can see, in the 
leadership of the Organization.  Until such a change is witnessed the 
Organization / system will tend to maintain the SOC for as long as possible.  
With this particular Organization it was as though the whole place was in a 
state of excitation waiting to see which way different levels of the leadership 
would move, especially the MD, before following.   
 
The way the cultural remoulding was to be done was by channelling the newly 
released energy and enthusiasm into developing new structure, strategy and 
work processes for the Organization thereby re-stabilising the culture around 
these areas.  It was envisaged and planned at the beginning that the re-
stabilisation was to be culturally embedded through a series of the two-day 
strategic planning workshops.  However, there were two problems that 
presented to the change agent at this stage that needed to be dealt with 
before the workshop part of this phase could proceed.  The first one was that, 
despite repeated discussions on the topic, there was little clarity as to what 
structure, strategy and new processes the Organization should move toward.  
The second point was that the MD’s management style was still seen by some 
as being overly authoritarian.  
 
Before committing to the Strategy and Planning workshops I had to deal with 
these two issues that were intimately related, because the implicate 
uncertainty with which the MD held his commitment to the program, despite 
his explicate statements to the contrary, was preventing him from reaching 
clarity on the new direction of the Organization.  There are critical periods, 
touchpoints, during this type of Intervention of great uncertainty, both 
individually and organizationally, as participants experience confusing, 
emotional touchpoints and regression.  Without such periods there is little 
lasting change.  These touchpoints are exacerbated by the diffuse nature of the 
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energy released resulting in a lack of certainty and structure in individual’s 
schemas and their work environment especially during the critical phase of the 
transition.  This type of uncertainty makes everyone involved at some stage or 
another nervous, wanting to pull back from the whole Intervention, especially 
if the ‘change moves in a direction that they find threatening’ (Marshall & 
McLean in Hammond ed 1985:18).   
 
Acknowledging the Organization's Authoritarian Culture 
In order to facilitate making the Organization’s authoritarianism explicit, an 
edited version of Stephen Covey’s Four Management Paradigms in his book 
Principle-Centred Leadership (1992, 176 -180) was presented at each of the 
Strategy and Planning (Phase 3) Workshops: 
 
Four Paradigms Of Management / Leadership (After Covey 1992) 
1. Authoritarian.  
2. Benevolent Authoritarian.  
3. Human Resource Leader.  
4. Purpose and Values Leader.   
 
After considerable discussion workshop participants were then asked to rate 
how they judged themselves and the Organization, and what their aim was for 
their group and the Organization's culture.  The rating was done by directing 
someone on a whiteboard to draw a line alongside the type of management / 
leadership paradigm they felt best described themselves, the Organization and 
what paradigm were they most committed to developing in their group and the 
Organization overall.  On the left of the whiteboard the four management / 
leadership paradigms were listed and across the top the three categories of 
questions.  
 
In the diagram below each participant’s response is displayed to the question 
of what type of management / leadership style do you value as an individual 
and as an Organization, and what style are you committed to in the future for 
the Organization. 
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Diagram 7.1 Organization's Management / Leadership Style  
  
 
 
This was not meant as a statistical data gathering exercise, but as a way of 
getting an indication of what the actual culture of leadership was versus the 
culture staff preferred.  By the time this exercise was finished with each group 
there was little doubt left as to what the culture of the Organization's 
leadership was and there was also strong agreement on what culture of 
leadership they wanted.  All staff rated the culture of the Organization’s 
leadership as either authoritarian or benevolent authoritarian.  Whilst there 
was a reasonable spread of responses on the question of their individual 
leadership paradigm, 51 rated themselves as either a human resource or 
purpose and values leader, with 26 in the benevolent authoritarian category 
and 7 as authoritarian.  With one exception all staff were committed to 
developing a leadership culture in the Organization based on the purpose and 
values leader model. 
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Strategic Planning Workshops 
After several discussions with the HRM and MD it was decided that a two day 
workshop be convened specifically for the Organization's leadership to develop 
some clarity around the broad guidelines of a new structure and strategy for 
the Organization.  Only five two day workshops were originally planned on 
Strategy and Planning, one for each of the five sections.  However, the amount 
of informal discussion and the sense of anticipation building about the need for 
change in the Organization, which before we began the Intervention was not 
there, meant a sixth workshop for the SES & Band 5 Leadership Group had to 
be convened.   
 
The main explicate focus of the Leadership Group Strategy and Planning 
Workshop was on the surface structure, envisioning what lay ahead for the 
Organization, then utilising the new culture of more open self expression and 
the evolving vision and values to review its present operating structure and 
strategy in that context.  In this way the workshop was to establish the broad 
context within which the strategic planning phase of the Intervention would 
proceed.  
 
Leadership Group Strategic Planning Workshop 
The purpose of the Workshop was twofold: firstly; to envisage what lay ahead 
for the Organization, then using the new culture committed to more open self 
expression to review its present operating structure and strategy in that 
context.  Whilst the primary explicate task was on evolving a more suitable 
structure and strategy for the Organization there was a secondary implicate 
task, of equal importance, that needed to be addressed at this workshop - 
challenging the MD’s authoritarian management style.  In this way the 
workshop was to establish the broad context within which the strategic 
planning phase of the Intervention would proceed in both the process and 
structure aspects of the Organization. 
 
The workshop began after lunch on Day 1 with the change agent reading out 
the purpose of the workshop and an introduction from the workshop manual.  
With the goal of the workshop stated as: ‘… establish[ing] the broad context 
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within which the strategic planning phase of the [Intervention] will proceed’, 
the purpose of the workshop was stated: ‘To Begin Developing a Common 
Culture of Power, Management and Leadership Amongst [the Organization’s] 
Leadership Team’ (see appendix 7:v).   
 
Guidelines for this workshop included such things as: ‘acting as colleagues’; 
leaving work positions at the door; suspending assumptions; and being 
prepared to be challenged on those assumptions and behaviour.  Once 
agreement was reached on these points, the rest of Day 1 was devoted to 
identifying and exploring each individual's, and collectively the Organization’s, 
Management / Leadership Paradigm.  The exploration was done in order to 
answer the question: ‘What culture of power and style of management / 
leadership are we committed to developing at [the Organization]?’(ibid ii).   
 
The first session on the morning of the second day was devoted to establishing 
the Organization's major priorities for the next 3 to 5 years within the context 
of the ‘external environment: Industry; Government and Other Interest 
Groups’ (Leadership group Strategy and Planning Workshop Manual:iii).  Whilst 
the second session of the morning was spent examining ‘how that external 
environment is likely to change over the next 3 - 5 years?’ and ‘What internal 
changes are going to be needed to meet these challenges?’ (ibid).   
 
The first session of the afternoon was then devoted to examining the 
Organization's internal environment, e.g. how present work was prioritised and 
organized, and examining its present structure.  During the last session of Day 
2 a beginning at creating a ‘new / ideal structure’ was made within the context 
of the question: ‘How could the way work is presently organised in [the 
Organization] be reorganised to be more efficient and effective in line with the 
culture we are trying to create?’ (ibid).  The third, and final, morning was then 
to be spent developing a strategy that would get the Organization from its 
‘present structure to its ideal structure’ (ibid:iv). 
 
The first session of the morning of the second day the session began as usual 
with a clearing where participants state how they are feeling in an attempt to 
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connect the implicate and explicate levels.  It was obvious from the clearing 
that some participants were still in an agitated state which was good as they 
hadn’t been able to digest / integrate some of the challenging that went on at 
the implicate level the last afternoon.  During the morning session explicit 
agreement was reached on the basis that the Organization had to date been 
‘rightly’ focussed on getting its internal systems and processes up and running, 
and that it was now time to adopt a more proactive strategy especially in 
relation to environmental issues and groups.  Although there was explicit 
agreement on the type of culture that the Organization was committed to 
developing (Purpose and Values) on the afternoon of the first day, there was 
implicate disagreement on the level of commitment to that culture within the 
group. 
 
The tension created by the lack of congruency between the implicate and 
explicate levels of commitment to adopting a Purpose and Values based culture 
for the Organization surfaced towards the end of the first session of the second 
day.  It began when firstly one senior manager, with obvious trepidation, 
challenged the MD’s inability to handle people disagreeing with him in front of 
a group, which he was now doing.  The MD’s response was very cool but he did 
agree that it was something he needed to work on.  However, that wasn’t 
enough for the HRM, who despite being the only female in the group, showed 
great courage in persisting to challenge the MD in a manner that, to everyone 
else in the group, was not making much sense.   
 
Throughout this morning session the tension in the room became so 
uncomfortable that, at some stage or another, everyone felt like leaving the 
room and on two occasions different participants requested that the group 
have a break - requests that were denied.  This morning session continued 
right through to lunch without a break as it eventually became clear that on an 
implicate level the HRM was looking for a deep structure change in the MD.   
 
The Turning Point  
As the group was finally leaving the room for lunch the MD grabbed me by the 
arm and mumbled something like he knew ‘what she was going on about’ and 
 
Chapter 7 – Intervention Discussion - 198 
that ‘she had a point’ and would I mind staying back to discuss it with him - 
once again outside the larger group.  The main explicate thrust of the HRM’s 
effort throughout the morning was how concerned she was about being left out 
of the newly emerging Vision Group, the central power group of the new 
structure emerging on the whiteboard in the workshop room.  The Vision 
Group, which was later renamed the Strategy Group, at this stage consisted of 
the MD, the 3 GMs, Chief Scientist and Chief Economist.  The HRM’s concern 
was that the new culture of openness and democracy would not be transferred 
throughout the Organization with sufficient integrity if she were not in that 
group. 
 
Before we eventually left for lunch the MD acknowledged to me that he could 
see the HRM’s concern about the importance of her being in the Vision Group 
was valid, as without her in the group others might feel that the cultural 
reform was not being taken seriously by those at the top.  Her almost 
evangelistic support and leadership of a core group of supporters of the 
Intervention was seen as crucial to the overall success of the adoption of the 
new culture by the Organization - and the MD knew it.  He then suggested, 
despite protestations made to the contrary in the room earlier, that she be 
included in the new Vision Group and together we worked some minor changes 
to the new structure on the whiteboard before joining the others for a rather 
solemn lunch.   
 
On returning to the room after lunch the MD made a statement about how he 
felt the HRM was right in her concern in a somewhat mellow tone and hence 
she was included in the Vision Group.  The change of tone in the MD was 
clearly evident and it seemed with the MD’s acknowledgment of the cultural 
change that was required was there also and obvious commitment by him 
toward the new culture.  It indeed appeared, thanks largely to the courage of 
the HRM and other senior managers, that the MD and with him the 
Organization's culture had turned the corner (flipped over) and moved into the 
new state.  Evidence of the cultural flip was found in the way the rest of the 
workshop proceeded as the earlier fear, that had the room in a state of 
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apoplexy, was transformed into a light-hearted exuberance as the workshop 
drew to a close the following morning ahead of schedule.  
 
The Transformation  
With the transformation of energy the group became cohesive and focussed on 
the task at hand, resulting in the agenda of planning the restructuring of the 
Organization and refocussing of its strategy to reflect the new culture being 
completed by the end of that day, with the last morning devoted to tidying up 
details and planning how best to present the proposed changes to the rest of 
the Organization completed by the morning break in a spirit of camaraderie.  
The workshop ended in a state of excitement and anticipation with an 
agreement to reconvene in two days time to present the outcome of the 
workshop to the rest of the Organization.   
 
Outcome of the Leadership Group Workshop 
Although the main focus of the description of the workshop was on the deep 
structure level the surface structure level now becomes the focus as we turn to 
the outcome of the workshop. There was a flurry of activity over the two days, 
9 -11 November 1994, as the management team set about finalising the new 
structure and strategy and preparing overheads and handouts for the 
presentation to staff.  The MD prepared an internal minute to all staff dated 11 
November 1994 on the subject: ‘Key Issues and Organizational Arrangements’, 
with 4 pages of documents attached setting ‘out the key issues’ identified in 
the workshop held earlier in the week, along with an explanation of the new 
Vision Group’s role and the proposed Organizational Structure (MD Internal 
Minute 11/11/94).  This minute was the basis of the MD’s address to the 
Organization where the proposed changes were put to staff for their 
consideration on the 11 November 1994. 
 
In the presentation and Minute the MD points out that the ‘documents will now 
be considered within the Organization itself through the workshop process 
[Strategy & Planning Phase] which concludes in December 1994’ (ibid), and 
finishes off with the following paragraph: 
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I would encourage staff to discuss the proposals at the workshops with 
their Managers/General Managers so that we end up with an 
organizational structure and culture that best meets our needs in the 
coming years (ibid, italics added). 
 
However, before that process began we had to get through the presentation to 
staff, which I was asked to attend.  
 
THE GREENING OF THE ORGANIZATION 
Strategic Shift in Focus on Environment 
Before the Intervention the Organization's leadership had a rather dismissive 
attitude to conservation issues and the environment movement in general 
which was expressed to me on several occasions early in the Intervention.  
Environmental concerns were given lip service when necessary but not taken 
seriously, as evidenced by the lack of attention the environment is given in any 
of the Organization's Corporate and Operational Plans and Strategy Documents 
Prior to the Intervention and the results to question 11 of the surveys.   
 
This attitude toward conservation issues was certainly the perception of the 
majority of staff who when asked in May - June 1994 if the Organization's 
Board of Directors was ‘more interested in the conservation of Australia’s … 
resources than in their exploitation’ only 22.4% agreed.  However, when asked 
if the Organization's Board of Directors was ‘more interested in the exploitation 
of Australia’s … resources than in their conservation’ 71.1% agreed.  
Environmental conservation was not perceived by staff as particularly high on 
the Board 's agenda in May - June 1994. 
 
 
Old Strategy 
The sea change on environmental issues is encapsulated in the first 
attachment to the MD’s 11 November minute titled: ‘KEY ISSUES [THE 
ORGANIZATION] NEEDS TO ADDRESS OVER THE NEXT 3-5 YEARS’ (ibid Key Issues 
attachment :1).  The Key Issues document begins by stating that since its 
establishment in 1992 the Organization ‘has concentrated on getting the basics 
right’ which are listed: 
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Developing and implementing, with the involvement of user groups, but 
most notably the industry, appropriate management arrangements, in 
accordance with the objectives in our legislation  
 
Putting in place systems and procedures to ensure that [the 
Organization's] administration is sound, efficient and cost effective; and 
 
Endeavouring to lift community awareness (and in particular the … 
industry) of the risk and uncertainty involved in dealing with [resource] 
issues.  
 
Of necessity, we have had to limit our activities while these fundamentals 
were addressed (ibid). 
 
This was basically an acknowledgment that to date the Organization had been 
inwardly focussed on such things as the Resource Industry and its own internal 
processes but any living system in crisis tends to become inward focused until 
the crisis is resolved.   
 
New Strategy 
The document then sets out the new direction and aims: 
Clearly, if [the Organization] sees itself as a leading edge organization in 
[resource] management, a broader approach must be adopted in the 
future.  International issues, environmental considerations, native title, 
the sustainability concerns of the conservation movement, recreational 
[use of the resource] - these are legitimate issues in the [resource] 
context and [the Organization] must be in a position to deal positively 
with them and the interest groups pursuing them. 
 
And the central importance of the management culture to achieving these 
aims: 
A key factor in determining how successful [the Organization] will be in 
addressing these key issues, is the management culture we adopt, and 
the commitment of each and every staff member to this culture. 
 
Next the document sets out the key issues ‘(additional to current core 
activities)’ that were identified at ‘the senior managers workshop, … which [the 
Organization] needs to address over the next 3-5 years’ (ibid).  The issues 
identified clearly represent a change in strategy for the Organization both 
implicately and explicately: 
 
Implicately, to be more supportive and empowering of staff through: 
• training and development 
• opportunities for growth and development 
• recognition (of individual/team effort and contributions) 
• need to consider the reduction of classification levels (staff) 
• integration with [resource] management of chief scientist and 
chief economist 
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• General Managers of MAC’s ([Organization staff] member to be 
the [(MAC) resource] manager] 
• project teams (multi-disciplined to address specific issues) 
• co-ordination of policy, broad strategy directions and 
communication consistency across organization 
• rationalising/eradicating paperwork and bureaucratic processes 
 
Explicately by becoming a more inclusive, proactive and outgoing Organization 
through: 
• participation of all user/interest groups 
• delegation [of authority] to MACs (ibid:1,2)  
• network with other Government departments 
• relationship with Minister/Government (opportunity to actively 
participate in the development and implementation of 
Government policy)  
• public relations (need to expand our horizons and opportunities 
to contribute)  
• the need to adequately resource community service obligations 
(ibid:1,2)  
 
The change in strategy could then be summed up: to become a more 
environmentally friendly, supportive and proactive Organization. 
 
Restructuring the Organization 
The structure of a living system … is constituted by the actual relations 
among [its] physical components. In other words, the system’s structure 
is the physical embodiment of its organization (Capra, 1997:98, italics 
added). 
 
The next attachment to the MD’s minute was a document setting out the role 
of the new Vision Group (the name of this group was later changed to Strategy 
Group as the MD moved to tone down aspects of Intervention) and a brief 
explanation of how it would operate: ‘The Vision Group (see proposed 
organizational structure) will deal with strategic thinking/planning, policy, 
vision etc. - [to which] adequate time and resources (will) be allocated’ (MD’s 
Internal minute 11/11/94 Attachment 2).  After setting out the permanent 
membership of the Vision Group, including the HRM, the attachment says that 
the group will replace ‘the current management group’ and meet weekly in its 
place and draw on the involvement and participation of ‘key staff expertise as 
appropriate’, and that it is open ‘to those staff with an interest in the subject 
matter’ (ibid) under consideration.  Furthermore it says that the: 
Members will have the freedom and commitment to operate as equals, 
put their views honestly, and be prepared to challenge (and not feel 
inhibited about doing so). 
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This statement was intended as a reassurance and example of the leadership’s 
commitment to a less authoritarian, more open culture, something that the MD 
made clear to the staff throughout the presentation.   
 
Diagram 7.2 Old Organizational Structure (Source 1992-3 Annual Report) 
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Diagram 7.3 Proposed New Organizational Structure  
 
The Organization's new structure, which became known as the ‘lily-pad’, was 
an attempt to integrate the implicate deep structure cultural changes and 
reflect them on the explicate level; the benefits of doing so were numerous.  
Rather than having the MD relatively isolated in his box as in the previous 
structure, the lily-pad structure opens up the MD’s solitary position to a more 
inclusive and open decision making group, the Vision Group, which is open to 
challenge by anyone in the Organization and is where decisions were to be 
made.  This was intended to promote communication across the Organization 
and enhance informed decision making. 
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New Power Relations 
Another major change was the merging of the two resource departments into 
one, which was seen as away of developing a more integrated approach to the 
resource management.  And in recognition of the importance of strategy and 
planning to a dynamic process such as natural resource management, the old 
Legal and Communications Sections were combined to create the Strategy and 
Planning section, to which significant other responsibilities were added such as 
strategy and planning and policy development.  Corporate Services became 
Operations and the new Vision Group was created with direct links to each 
section to facilitate the communication across the Organization and to act as 
the stabilising arm of the Organization by providing consistency of direction 
and congruency of decision-making throughout. 
 
In all, these changes involved significant changes in the Organization's power 
distribution with some people’s perceived status being enhanced whilst others 
were downgraded.  The merging of the two resource departments was a very 
sensitive issue at the Leadership Group Workshop as it left one of the General 
Managers without a resource management portfolio - which was what they 
were employed to do.  Several staff also took the opportunity to change 
positions and begin a cross fertilisation of the Organization by bring knowledge 
and expertise as to how other sections operated to new sections.  By the time 
the presentation was over the anticipation that was in the staff turned to an air 
of excitement as the energy had been given a direction at last, a direction that 
most seemed happy with.  Attention now turned to the task of thrashing out 
the proposed new structure through the rest of the Organization to see how it 
could best would work in practice. 
 
Rest of the Strategy and Planning Workshops 
The convening of the rest of the S&P Workshops was done in the same format 
as the Performance Partnership Workshops with each of the five branches each 
having its own workshop.  The leaders of each branch, who also attended the 
Leadership Group Workshop, attended their respective branch workshops 
which assisted with the integration of the cultural, structural and strategic 
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change that was envisaged in that workshop.  The soon to be combined 
Resource Management Branches decided to have their workshops open to 
whomever would like to attend each resulting in some people attending 
workshops with what was still technically not their branch.  Although the rest 
of the Strategy and Planning (S&P) Workshops used a similar format to the 
Leadership Group Workshop, the focus was quite different.   
 
There was Organization-wide acceptance of the proposed changes to structure 
and strategy, but there was considerable confusion as to how those changes 
were to be integrated, i.e. what they mean, for each section and individual.  
Integrating these changes through the various sections down to the individual 
level became the focus of the remainder of the S&P workshops.  This was done 
by formulating new missions for each branch, derived from the Organization’s 
mission, then breaking down the Organization’s broad goals into the goals and 
objectives for each section and prioritising them below their respective 
mission.  Then finally those primarily responsible for each of the sections' goals 
and objectives altered their performance agreement to incorporate the 
changed / new goal and responsibilities. 
 
There were two significant factors to the Intervention that emerged from the 
staff S&P workshops: firstly, the way in which staff signed on to the new 
culture especially with regards to the new structural and strategic 
arrangements; and secondly, staff’s lack of faith in the ability of the MD to take 
the Organization as far as they wanted it go in the direction of a Purpose and 
Values culture, that all but one member of the Organization committed to.   
 
Staff Adoption of Purpose and Values Culture 
Although the Leadership group had established the broad framework for the 
Organization’s new structure and strategy, designing new structures within 
that framework was very much a bottom-up approach that staff felt enrolled 
in: ‘[The] Restructuring was not sent down from upon high - people owned it’ 
(Follow-up Workshop Feedback, May 1995:36).  For the purposes of designing 
their new branch structures, it was rewarding to see the way more 
authoritarian approaches of developing structure such as reporting 
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arrangements, and sorting out whose bottom line was accountable for what did 
not enter into the equation.  Rather, functions were listed on a large 
whiteboard, for some of the more complex sections such as the new combined 
resources section there are over 20 different specific biological resources 
managed in almost as many ecosystems, which meant ‘both sides’ of the 
whiteboard had to be used.  Besides the ‘function’ column was a ‘suggested 
skills required’ column, then a ‘suggested people with those skills’ column; 
next was an ‘others interested in these resources’ column, followed by a 
‘possible staffing for those resources’ column.   
 
Consequently ‘major functions that are common across the various [resource] 
groups’ were identified that ‘would be dealt with by project teams’ employing 
the expertise and experience of staff from right across the Organization (2nd 
Resources Group S&P Workshop Proposal, undated :1):  
   RESOURCES    FUNCTIONS 
 1  2  3  4   A 
          B 
   PROJECT TEAMS     C 
          D 
In this way, staff will be based in a particular [resource] or [resources], where 
they will undertake the daily responsibilities associated with management of 
that [resource(s)], but will have the maximum opportunity to learn about 
different [resources] and functions by participating in project team(s) as 
required.  It is anticipated that the project teams will provide a vital link 
between the various [resources] staff and will assist in ensuring consistency 
across [resources]. … the group emphasised that involvement on a project 
team would be an integral part of the staff member’s job and was not to be 
taken lightly.  Attendance at project team meetings and performance of 
associated work would be a high priority.  It should be noted that other 
Branches will also feed into the above process (ibid). 
 
The idea of functions managed by project teams that would include people 
from branches right across the Organization is very much an inclusive and 
open approach to management, one that embodies the new management / 
leadership paradigm adopted by the Organization.  Before the Intervention 
there were difficulties with communication between branches and not a great 
deal of interest in or knowledge of what other branches were doing, leading to 
various inefficiencies.  There was also a perception that what other branches 
did was ‘none of my business’, and people were being defensive of their work 
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and area as they did not want to be made redundant - whereas now a 
management style had been adopted that did not look toward hierarchy or 
division to share the work, but looked toward functions and then across 
boundaries to see who could best combine to tackle a particular function on a 
project team basis.  What was discovered during the workshops was that in 
many instances work was being done, or goals being pursued, by people in two 
or more different areas of the Organization that if combined could be done 
much more efficiently with the project team approach.  
 
Restructuring Workspace 
The concerns about the MD’s style were not particularly evident as the last S&P 
workshop broke on the evening of 14 December 1994, just seventeen days 
including Christmas before the new changes were to come into effect on 1 
January 1995.  The mood in the office at this time was of high excitement and 
chaos which was not all attributable to the rapidly approaching ‘silly season’, 
as staff were in the process of finalising negotiations over how the 
Organization's workspace was going to be redesigned.  The redesign of the 
workspace to make it more functional in line with the cultural and structural 
changes is an essential aspect of embedding the implicate changes in the 
explicate realms of the Organization.  The effects of workspace design on 
employee satisfaction are well known, and delightfully expressed in Ricardo 
Semler’s popular book Maverick (1993). 
 
Renovating The Reception Area 
People were trying out new positions and crossing over functional boundaries 
in order to finalise the Human Resource Section’s new plan for the 
Organization’s floor space as quickly as possible in order to give the 
maintenance people at the building’s body corporate enough time to change 
the floor space over the Christmas - New Year break in readiness for the 1 
January start up.  Although I had no direct contribution to the final office 
layout I was particularly impressed upon entering in the New Year to find that 
the area where people enter the Organization’s office, through a foyer similar 
to a large accountancy or law firm, had not escaped the makeover.  The front 
desk where the secretary sat, behind which was located the MD and 
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Chairman’s offices, used to be crammed back against one wall but it was 
moved two or three metres out into the room creating a much more open, 
welcoming space for visitors to arrive in. 
 
PHASE FOUR: PERFORMANCE PARTNERSHIPS  
In early 1994 management was focused on weeding out ‘poor performers’ as is 
evidenced in the way the EBA document is written.  The 1994 EBA included 
seven pages on performance management, three pages on what would happen 
if staff performed poorly and less than half a page on what they could expect if 
they performed well.  The EBA was clearly negotiated from a win/lose 
perspective with management being firmly in control of the performance 
management process with no chance of review or feedback from staff about 
management’s performance.  It was to be a top-down approach to 
performance management, something I began to comment on immediately 
through a critique of the performance management section (Part 7) of the EBA 
(1994). 
 
As the EBA was still very fresh, and realising the importance of the lasting 
effect initial conditions have on an organization’s culture, I prepared a 
discussion paper on Performance Management (14 April 1994) and organized a 
meeting with the EBA Working Group to see if together we could change the 
impetus of the Performance Management before it became embedded in to the 
Organization’s practices.  I suggested we use the present document on 
Performance Management as a starting point only and develop it along more 
'win win' grounds. 
 
New Performance Management System  
Together, the EBA Working Group, Management and myself developed a 
Performance Management System that was a genuine two way process, 
whereby managers would give feedback and rate their staff, and in return the 
staff of each section reporting to a manager would collectively give feedback 
and rate the manager.  This process was carried right through the Organization 
with even the General Managers as a group rating the MD.  In the original 
version the MD’s only involvement in the process was simply to review and 
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rate subordinates.  With the new version, staff got to evaluate and express 
concerns about the quality of leadership being provided to them by 
management whilst at the same time being assessed by their leader.   
 
We also managed to change the rating system itself so that rather than a 
manager simply giving a rating at the end of the year to each of their staff, 
each staff member had to develop their own rating based on their own 
assessment of their performance.  This assessment then had to be discussed 
with and agreed to by their manager over quarterly meetings throughout the 
year before a final assessment was made.  As well as changing the structure 
and implementation of the Performance Management process itself, we 
managed to significantly change the language used in the EBA to include such 
things as support for personal development, communication skills and 
leadership qualities.  The effect of the process was significant and ultimately 
reflected in the broad acceptance of the Organization’s decision to change the 
name from Performance Management to Performance Partnership. 
 
Performance Partnership Training Workshops 
The process of altering the impetus of performance management was carried 
out in a series of meetings over the months of May and June 1994 during 
which time five two day workshops titled ‘Performance Partnership Training’ 
were convened.  
 
Timing of PPT Phase 
The timing of the PPT Phase of the Intervention was something we had to live 
with given the newly legislated EBA.  Consequently much time was spent 
during these workshops getting clear on participants' roles and goals, which 
were derived from duty statements and their relationship to the Corporate Plan 
and objectives of the Organization (Huse’s level 2).  If we could have 
developed the Performance Partnerships after the Organization's vision and 
values were created, and after personal and professional development plans 
were prepared in alignment with section missions and the Corporate Plan, then 
performance agreements would have been much easier to put together, 
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something that was agreed by participants at the One Day Follow-up Workshop 
held at the end of the Intervention.   
 
The first task for participants at each of the Performance Partnership 
Workshops was to fill out the first survey, which is analysed in Chapter 8.  
Time was also spent early each day on basic relationship and communication 
training (Huse’s level 3) as a preparation for the main Three Day Introductory 
Workshop on Cultural Change to follow.  Participants broke into their smaller 
immediate workgroups on the second day and by the end of the workshop 
virtually all participants had developed a draft of their performance agreement 
and discussed it with their supervisor and section head. 
 
PHASE 5: FOLLOW-UP  
Reiteration 
Phase five of the Intervention was designed as a follow-up on the work that 
had been done to date where the whole Intervention would be reviewed to see 
how far the Organization had come along its desired route of cultural change.  
This phase was also intended as a recapitulation of the ground covered done in 
such a way that it would further embed the change and learning undertaken so 
far and provide added emphasis and encouragement for the Organization to 
keep pushing ahead with its cultural change agenda.  To this end another, 
final, round of one-to-one interviews was conducted with each staff member 
and feedback was gleaned on the process from each participant in the last 
series of workshops, which marked the end of the Intervention.   
 
Last Round Of One-to-One Interviews 
The final phase (4) of the Intervention began toward the end of April 1995 by 
way of another round of one-to-one interviews with all staff to glean feedback 
on the process and to review the questions with them and discuss any 
problems they were still having.  The interviews conducted during the end of 
April and the first half of May led up to the last four ‘One Day Follow-up 
Workshops’ that were convened between the 19 - 29 May 1995 and marked 
the end of the Intervention.   
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Second Survey 
The first morning session of the workshops was devoted to reviewing and 
discussing the progress that had been made to date with the Intervention, with 
the second morning session being used to go over some conflict resolution 
skills.  The first session of the afternoon was then spent aligning participants' 
personal and professional development plans with their Section, Branch and 
Organization's Mission.  The second afternoon session was spent discussing the 
alignment of the Organization’s mission with its purpose, followed by a general 
discussion about any last issues with the Intervention, and finally the Second 
Survey was filled out by each participant thereby concluding the formal part of 
the Intervention. 
 
Attention now turns to a discussion and evaluation of the research data 
gleaned during the Intervention. 
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Fact and theory are thus seen to be different aspects of one whole in 
which analysis into separate but interacting parts is not relevant (Bohm, 
1990:143). 
 
STAFF SURVEYS 
The Development of the Staff Surveys 
The staff surveys were intended to help measure the performance and the 
effects of the Intervention within the Organization.  I developed the surveys 
with the input and cooperation of the Organization’s Action Research Group 
(ARG).  The contents of the survey grew out of discussions with the ARG, a 
series of documents exchanged between myself and the Organization relating 
to the Intervention and attempting to diagnose the problems.  Broadly, the 
questions in the survey are divided into the following parts: 
 1 Personal and Professional Development Plans 
 2 Performance Agreements 
 3 Group Mission Statements 
 4 Branch Mission Statements 
 5 Organization Mission Statement and Strategic Plan 
 6 Organization Vision Statement, Principles and Culture 
 7 Interpersonal Communication 
 8 Managing Conflict / Tension Civilly (Courteously) 
 9 Ownership, Responsibility / Loyalty Toward [the Organization] 
 10 Risk Behaviour Assessment and Satisfaction / Enjoyment 
 11 Perceptions of Yourself and [the Organization] in General 
 
The EBA Working Group had also recommended management training in the 
following areas:  interpersonal communication; people management;  
leadership;  and strategic planning.  A number of areas in the survey deal 
directly with matters raised in the Organizations training specifications, 
including:  Personal and Professional Development Plans; Performance 
Agreements; Interpersonal Communication; and Managing Conflict / Tension 
Civilly (Courteously).  Every area in the survey deals in one way or another 
with the matters raised in my initial proposal to undertake the training, the 
Chapter 8 – Research Evaluation and Discussion - 214 
following areas in particular: Group Mission Statements; Branch Mission 
Statements; Organization Mission Statement and Strategic Plan; Organization 
Vision Statement, Principles and Culture; Ownership, Responsibility / Loyalty 
Toward [the Organization]; and Perceptions of Yourself and [the Organization] 
in General. 
 
Among other issues, the ARG was interested in:  staff members' personal 
views on balancing conservation and exploitation of the Resource; staff 
members' perceptions of the Organization’s roles and interests in this area; 
and staff members' perceptions of the views of the Organization’s Board in this 
area.  This led to the development of the final area in the survey (Perceptions 
of Yourself and [the Organization] in General), and accorded with my definition 
of the core problem at the time. 
 
I based the format, structure and wording of the survey on a range of sources, 
including various articles on attitude surveys.  In particular, I drew on surveys 
and questionnaires developed by the Australian National University's Centre for 
Educational Development and Academic Methods, and developed within the 
ACT Public Service and the Australian Public Service. 
 
In summary, the staff surveys were developed in cooperation with 
management and staff representatives from the Organization, and directly 
reflected the problems, concerns and training needs identified at the time.  
While the resulting surveys were long (a booklet of 22 pages, containing 98 
questions, some of which were broken down into further detail), they were 
comprehensive and thorough. 
 
Completion of the Surveys 
The surveys were distributed to all staff at the beginning and then at the end 
of the Intervention, with the intent of assessing any changes made over the 
year. 
 
The first survey was distributed to staff at the start of the first 'Performance 
Management Training' workshops; completion of the survey was the first task 
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of the workshops, before anything other than an introduction to me, so that 
(as far as possible) the results reflected the situation prior to implementation 
of the Intervention.  The series of five workshops were held between 11 May 
and 16 June 1994; each workshop was attended by the staff and managers 
belonging to a Branch of the Organization. 
 
The second survey was distributed to staff during the final 'Follow-Up' 
workshops.  The series of five workshops were held between 24 May and June 
1994; again, each workshop was attended by the staff and managers 
belonging to a Branch of the Organization. 
 
The first survey was completed by a total of 78 staff; the second survey was 
completed by a total of 69 staff.  This represents a 97.5% and 92% response 
rate respectively, as the Organization’s fulltime staff numbers were 80 at t1 
and 75 at t2. 
 
Survey Analysis 
The following sections analyse the results against each group of questions in 
the survey.  As the questions 1 to 6 and question 11 relate more to the 
Organizations own assessment of the Intervention than to the research they 
are not discussed in as much detail as questions 7 to 10. 
 
Some questions relate directly to the Assistant Managers of the Organization.  
I have disregarded this data for the purposes of this research, as the position 
title of Assistant Manager was phased out during the early stages of the 
Intervention as a result of structural changes:  the data collected against those 
questions in the second survey therefore became relatively meaningless. 
 
Overall Performance 
Questions 1.1 to 6.35 of the survey were intended to give a broad overview of 
the changes achieved in the Organization, in order to assess my performance.  
The questions cover the topics of: personal and professional development 
plans; performance agreements; mission statements;  the strategic plan; and 
the Organization’s vision, principles and culture. 
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Each of these 35 questions consisted of a statement; staff were asked to select 
one of six options, indicating whether they 'strongly agree', 'agree', 'slightly 
agree', 'slightly disagree', 'disagree' or 'strongly disagree' with the statement.  
For the purpose of analysis, the results of the three 'agree' options were then 
averaged into a total, as were the three 'disagree' options. 
 
As can be seen in Graph 8.1 there was significant positive movement in several 
vital areas. 
 
The proportion of staff who were satisfied with their personal and professional 
development plans rose from 37.1% at the time of the first survey, to 68.3% 
in the second survey; an increase of 31.2% (Questions 1.1 to 1.7).  However, 
the implementation of development plans was not yet complete in May 1995:  
while 97% of staff agreed they fully understood what a personal development 
plan is, only 44.8% had developed and written a plan they were satisfied with 
(Questions 1.1 and 1.3).  Similarly, while 86.6% of staff agreed they 
understood what a professional development plan is, only 40.3% had written a 
plan they were satisfied with, and even fewer (33.3%) had written a plan that 
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both the staff member and their leader(s) were satisfied with (Questions 1.4, 
1.6 and 1.7). 
 
The proportion of staff who were satisfied with their performance agreements 
and work expectations rose from 57% in May 1994 to 83.7% in May 1995; an 
increase of 26.7% (Questions 2.8 to 2.22).  Significant progress had been 
made in the implementation of performance agreements:  at the time of the 
first survey, only 33.8% of staff had written a performance agreement that 
both the staff member and their leader(s) were satisfied with; this increased to 
80.3% of staff in the second survey (Question 2.12). 
 
In relation to work expectations: 
• The proportion of staff who agreed with the statement 'I understand and 
am clear on what is expected of me' increased by 31%, reaching 83.6% 
at the time of the second survey (Question 2.16). 
• The statement 'I am confident in the support I have from the leadership 
of the organization as a whole to assist me achieve these expectations' 
was agreed to by 89.6% of staff in the second survey, an increase of 
22.9% (Question 2.20). 
• At the time of the first survey many staff (84.6%) already agreed with 
the statement 'I fully understand what my work contributes to my work 
group'.  However, this increased by 11.1% to 95.7% in the second 
survey (Question 2.21). 
 
Staff satisfaction with the Organization’s strategic plan and the various levels 
of mission statements increased.  Specifically, in the second survey: 
• 91.4% of staff were satisfied with their Group mission statements; a rise 
of 30.3% (Questions 3.23 to 3.25). 
• 80.2% of staff were satisfied with their Branch mission statements; a 
rise of 26.8% (Questions 4.26 to 4.28). 
• 82% of staff were satisfied with the Organization’s mission statement 
and strategic plan; a rise of 16.7% (Questions 5.29 to 5.31). 
• In particular, 76.1% of staff agreed with the statement 'I feel a sense of 
ownership / responsibility for the organization’s mission statement and 
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strategic plan' in the second survey; an increase of 20.3% (Question 
5.31). 
 
Satisfaction with the Organization’s vision statement, principles and culture 
was low in the first survey (54.8%), but increased by 27% to 81.8% by the 
time of the second survey (Questions 6.32 to 6.35).  In particular: 
• In the second survey, 86.8% of staff agreed with the statement 'I fully 
understand how the organization’s culture is derived from its vision and 
principles'; a significant rise of 35.5% (Question 6.33) 
• The proportion of staff who agreed with the statement 'I fully 
understand how my personal and professional development plans are 
congruent (consistent) with the vision and principles of the organization' 
rose 38.2% to 74.6% in the second survey (Question 6.34). 
• The statement 'I feel a sense of ownership (responsibility for) the 
principles and vision of the organization' was agreed to by 77.6% of 
staff in the second survey, an increase of 21.8% (Question 6.35). 
 
Interpersonal Communication 
Questions 7.1.36 to 7.4.39 deal with the demonstration of leadership through 
interpersonal communication by senior executives, managers, and people in 
the staff member's work group. 
 
Each of these three questions asked, for example, 'How well do senior 
executives demonstrate leadership while communicating with you in the 
following areas'; 14 areas of concern were then listed.  Staff were asked to 
select one of five options, indicating the perceived level of performance:  'very 
well', 'well', 'adequately', 'poorly' or 'very poorly'.  For the purpose of analysis, 
the results of the three 'well' or 'adequately' options were then averaged into a 
total, as were the two 'poorly' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
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There was an overall increase (11.5%) in staff satisfaction with communication 
in the Organization, from 63.5% at the time of the first survey to 75% in the 
second survey (Questions 7.1.36 to 7.4.39).  As Graph 6.2 demonstrates, both 
the initial satisfaction and the increase in satisfaction were higher in relation to 
people in the staff members' own work groups than in relation to the senior 
executives. 
 
In May 1994, only 55.4% of staff indicated they were satisfied by the 
interpersonal communication available from the senior executives.  By May 
1995, this figure had increased to 62.9%, a rise of 7.5% (Question 7.1.36).  
The moderateness of this improvement may be a result of the senior 
executive's perceived wavering commitment to the Intervention at various 
stages. 
 
There was some positive movement, though this was often in areas where 
initial satisfaction was low.  In particular, staff satisfaction with senior 
executives increased in the following areas: 
• 'Support for your work' rose 9% to 82.1% (Question 7.1.36.a), 
reflecting the perception of a more acceptable situation. 
• However, 'the overall direction or plan that you are following' remained 
low; rising 14.2% from 50% to 64.2% (Question 7.1.36.f). 
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• 'Information relating to career opportunities in [the Organization]' also 
remained low; satisfaction increased from 34.6% to 40.3%, a rise of 
5.7% (Question 7.1.36.h). 
• Similarly, 'plans for change or redesign of work which affect the job you 
do' remained low; satisfaction increasing 11.7% to 50.7% (Question 
7.1.36.i). 
• 'Problems and potential solutions affecting your whole work area' rose 
19.8% to 67.2% (Question 7.1.36.j). 
• There was a significant improvement in 'listening to and understanding 
your position before responding':  satisfaction rose 18.8% to 79.1% 
(Question 7.1.36.n). 
 
Staff satisfaction with senior executives decreased in the following areas: 
• 'Negative feedback on your performance (constructive criticism)' 
decreased 3% to 60.6% (Question 7.1.36.c). 
• 'Recognition of individual jobs well done' decreased 5.6% to 69.7% 
(Question 7.1.36.e). 
 
The managers were perceived to perform somewhat better in this regard.  In 
May 1994, 66.2% of staff indicated they were satisfied by the interpersonal 
communication available from the managers.  By May 1995, this figure had 
increased to 77.2%, a rise of 11% (Question 7.2.37). 
 
While there were no decreases of satisfaction in any areas, satisfaction with 
the managers was low in similar areas to the senior executives.  For instance: 
• Despite a rise of 14.8%, satisfaction in 'information relating to career 
opportunities in [the Organization]' was only 55.6% in May 1995 
(Question 7.2.37.h). 
• Similarly, following a rise of 14.1%, 'your personal needs and career 
plans' remained low at 66.7% (Question 7.2.37.l). 
 
Satisfaction was higher in other areas.  In particular: 
• 'Support for your work' rose 12.4% to 93.7% (Question 7.2.37.a), a 
positive result. 
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• Satisfaction for 'negative feedback on your performance (constructive 
criticism)', which had decreased for senior executives, increased for 
managers by 14.6%, reaching 77.8% (Question 7.2.37.c). 
• 'Plans for change or redesign of work which affect the job you do' rose 
20.7% to 74.6% (Question 7.2.37.i). 
• Significantly, 'listening to and understanding your position before 
responding' increased to 93.7%, a rise of 13.4% (Question 7.2.37.n). 
 
Satisfaction with the leadership available through interpersonal communication 
was highest in relation to the people in the staff members' own work groups.  
In May 1994, staff satisfaction with their immediate colleagues' communication 
was 68.9%; this increased to 84.8% by May 1995, a rise of 15.9% (Question 
7.4.39).  In particular: 
• Satisfaction with 'support for your work' was already high in the first 
survey, at 92.3%.  This rose 3.2% to 95.5% in the second survey 
(Question 7.4.39.a), indicating that most work groups in the 
Organization were supportive environments. 
• Satisfaction with 'positive feedback on your performance (valuing your 
contribution)' was also significant:  rising 7.1% to 87.9% in May 1995 
(Question 7.4.39.b). 
• 'Listening to and understanding your position before responding' rose 
18.3% to a high 93.9% (Question 7.4.39.n). 
 
Generally the results indicate significant improvements in communication 
within work teams.  In four areas, the increases were greater than 20%: 
• 'Plans for change or redesign of work which affect the job you do' rose 
25.8% to 84.8% (Question 7.4.39.i). 
• 'Your on-the-job training needs' rose 23.1% to 76.9% (Question 
7.4.39.k). 
• 'Your personal needs and career plans' rose 24.7% to 78.5% (Question 
7.4.39.l). 
• 'Support for your personal development' rose 25.1% to 87.9% (Question 
7.4.39.m). 
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I have compared the results in relation to positive and negative feedback, as it 
is a difficult area in which to perform well and to be perceived as performing 
well.  The higher levels of satisfaction with feedback within the staff members' 
work groups, and from the managers, is probably indicative of higher levels of 
trust.  Satisfaction with the senior executives in relation to negative feedback 
fell during the year.  Graph 6.3 draws on Questions 7.1.36.b, 7.2.37.b and 
7.4.39.b; Graph 6.4 draws on Questions 7.1.36.c, 7.2.37.c and 7.4.39.c. 
 
 
Graph 6.5 compares the results in relation to 'support for your work' 
(Questions 7.1.36.a, 7.2.37.a and 7.4.39.a).  The differences in the 
movements are significant.  Again, there is perceived to be far more support 
within a work team, and this has always been high.  Over the year, the 
managers were perceived to become significantly more supportive, while the 
senior executives are perceived to provide a lower level of support than before 
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the program, possibly due to higher expectations of them by staff after the 
Intervention and their perceived discomfort with the new openness.   
 
Graph 6.6 compares the results in relation to 'listening to and understanding 
your position before responding' (Questions 7.1.36.n, 7.2.37.n and 7.4.39.n).  
The managers were initially perceived to have somewhat better skills than the 
staff's immediate colleagues; however, both have improved to significant 
levels.  Again, satisfaction with the senior executives has improved, though 
they are still perceived as performing at a lower level. 
 
Managing Conflict Civilly 
Questions 7.5.40 to 7.5.49 deal with managing conflict and tension civilly or 
courteously. 
 
Each of these questions consisted of a statement; staff were asked to select 
one of six options, indicating whether they 'strongly agree', 'agree', 'slightly 
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agree', 'slightly disagree', 'disagree' or 'strongly disagree' with the statement.  
For the purpose of analysis, the results of the three 'agree' options were then 
averaged into a total, as were the three 'disagree' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
 
Overall, there has been a marked improvement in perceived abilities from a 
satisfaction level of 72.2% at the time of the first survey, to 90.9% in the 
second survey, an increase of 18.7% (Questions 7.5.40 to 7.5.49).  This 
includes all levels:  senior executives, managers, work groups, and the 
Organization as a whole. 
 
Graph 6.7 draws on Questions 7.5.40 to 7.5.44, which relate to perceptions of 
current performance: for example, 'Managers manage conflict and tension 
civilly (courteously).'  Graph 6.8 draws on Questions 7.5.45 to 7.5.49, which 
relate to perceptions of improvement in ability:  for example, 'Over the last 
year my Manager's ability to manage conflict and tension civilly (courteously) 
has improved.'  While there are significant improvements in all areas, note that 
the satisfaction with perceived improvements in abilities is higher than the 
satisfaction with perceived use of those abilities. 
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In particular: 
• In May 1994, 66.2% of staff agreed with the statement 'Overall [the 
Organization] manages its own conflict and tension, civilly 
(courteously).'  This increased to 88.1% in May 1995, a rise of 21.9% 
(Question 7.5.44). 
• Similarly, agreement with the statement 'Over the last 12 months [the 
Organization’s] ability to manage conflict and tension civilly 
(courteously) has improved' increased from 68.9% to 92.4%, a rise of 
23.5% (Question 7.5.49). 
• Agreement with the statement 'Senior Executives manage conflict and 
tension civilly (courteously)' increased from 70.5% to 84.8%, a rise of 
14.3% (Question 7.5.40). 
• Agreement with 'Over the last year Senior Executives' ability to manage 
conflict and tension civilly (courteously) has improved' increased from 
68% to 92.4%, a rise of 24.4% (Question 7.5.45). 
 
Communication - Openness 
Questions 8.1.50 to 8.1.55 deal with the perceived openness of communication 
in the Organization. 
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Question 8.1.50 asked 'how would you rate the openness of communication 
between'; nine structural relationships were then listed.  Staff were asked to 
select one of five options, indicating the perceived level of openness:  'very 
good', 'good', 'adequate', 'poor' or 'very poor'.  For the purpose of analysis, the 
results of the three 'good' or 'adequate' options were then averaged into a 
total, as were the two 'poor' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
 
Overall, there was an increase in satisfaction with openness:  from a level of 
67.4% in May 1994 to 81.3% in May 1995, a rise of 13.9% (Question 8.1.50).  
The levels of satisfaction with particular relationships, however, varies 
significantly. 
 
In relation to senior executives, for instance, levels of satisfaction were low.  
As demonstrated in Graph 6.9: 
• The senior executives were not perceived as being completely open with 
each other.  The proportion of staff satisfied with their perceptions of 
those relationships decreased from 71.8% in the first survey to 67.2% 
by the time of the second survey, a fall of 4.6%, which could be due to 
the changes in the organization’s structure which saw senior executives 
change positions, some to lower status and others to higher status jobs, 
not long before the second survey was completed with initial 
communication between those changing positions suffering as a result. 
(Question 8.1.50.a). 
• There was a slightly higher level of satisfaction in relation to how open 
the senior executives were with the managers:  staff satisfaction with 
these relationships increased from 71.8% to 75%, a rise of 3.2% 
(Question 8.1.50.b). 
• Staff satisfaction with how open senior executives were with staff 
themselves was initially very low (44.9%).  While this level rose by 
15.4%, reaching 60.3%, there was obviously still a problem in this area 
(Question 8.1.50.d). 
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There were fewer perceived problems in relation to the openness of managers.  
As Graph 6.10 demonstrates: 
• The proportion of staff satisfied with the openness between managers 
increased from 70.5% in May 1994 to 85.3% in May 1995, a rise of 
14.8% (Question 8.1.50.e). 
• Staff satisfaction with how open managers were with staff themselves 
was initially 71.8%.  This level rose by 18.1%, reaching 89.9% 
(Question 8.1.50.g). 
 
There were high levels of satisfaction in the openness of staff within their own 
work teams, as demonstrated in the following figures from both surveys: 
• The proportion of staff satisfied with the openness of members of the 
same work area was 94.9% in May 1994.  This had risen by 5.1% to a 
perfect 100% by May 1995 (Question 8.1.50.j). 
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• Similarly, staff satisfaction with the amount of consultation between 
managers and themselves about decisions that affect their work 
increased from 88.3% to 95.5%, a rise of 7.2% (Question 8.1.50.l). 
 
One of the issues specifically raised when commencing the Intervention was a 
lack of communication between staff of different work groups.  This problem is 
reflected in the low level of satisfaction with the openness of 'members of 
different work areas' reported in the first survey:  it is only 44.2%.  By the 
time of the second survey, however, the level of satisfaction had risen to 
73.5%, an increase of 29.3% (Question 8.1.50.k); indicating that significant 
progress had been made in resolving this issue. 
 
Even more progress was made in relation to the Organization overall.  Staff 
satisfaction with the openness of 'the organization as a whole' was a low 
48.1% in May 1994.  By May 1995, however, satisfaction had increased to 
85.3%, a significant rise of 37.2% (Question 8.1.50.m). 
 
Graph 6.11 draws on Questions 8.1.50.j, 8.1.50.k, 8.1.50.l and 8.1.50.m. 
 
Questions 8.1.51 to 8.1.55 continued to deal with the perceived openness of 
communication in the Organization. 
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These five questions consisted of a statement; staff were asked to select one 
of six options, indicating whether they 'strongly agree', 'agree', 'slightly agree', 
'slightly disagree', 'disagree' or 'strongly disagree' with the statement.  For the 
purpose of analysis, the results of the three 'agree' options were then 
averaged into a total, as were the three 'disagree' options. 
 
Questions 8.1.51 and 8.1.52 deal with consultation in the workplace.  As Graph 
6.12 demonstrates, there was a perceived improvement in relation to this 
issue. 
• The proportion of staff whom agreed with the statement 'Management 
(all levels) regularly consults with me about decisions which affect my 
work' was very low (42.9%) in May 1994.  This increased by May 1995 
to 59.7%, a rise of 16.8% (Question 8.1.51).  While this figure is still 
relatively low, it may indicate that the Organization’s management style 
had become somewhat less autocratic. 
• Agreement with the statement 'If such consultations take place, they are 
genuine; i.e., there is real interest in my input' was also low (54.5%) in 
the first survey.  However, this increased by the time of the second 
survey by 25.5%, reaching 80% (Question 8.1.52). 
 
Taking these last two results together, this indicates a significant change in 
approach by management:  they were perceived to be consulting with staff 
more often, and those consultations were seen to be far more genuine than 
previous attempts. 
 
 229 
Chapter 8 – Research Evaluation and Discussion - 230 
Questions 8.1.53 to 8.1.55 are related to perceived changes in the quality of 
communication in the workplace.  As demonstrated in Graph 6.13: 
• The proportion of staff who agreed that the quality of communication in 
the Organization had improved over the last year was 66.7% in May 
1994.  By May 1995, this had increased to a significant 92.4%, a rise of 
25.7% (Question 8.1.53). 
• The proportion of staff who agreed that the quality of communication 
had declined was 25.3% in the first survey; this decreased to 15.2% in 
the second survey, a fall of 10.1% (Question 8.1.54). 
• The proportion of staff who agreed that the quality of communication 
had stayed the same was 28.8% in the first survey; this decreased to 
7.8% in the second survey, a fall of 21.0% (Question 8.1.54). 
 
Communication - Honesty 
Question 8.2.57 relates to the perceived honesty in the Organization. 
 
This question asked 'how would you rate the honesty between';  nine structural 
relationships were then listed.  Staff were asked to select one of five options, 
indicating the perceived level of honesty:  'very good', 'good', 'adequate', 
'poor' or 'very poor'.  For the purpose of analysis, the results of the three 
'good' or 'adequate' options were then averaged into a total, as were the two 
'poor' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
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Overall, there was an initial good level of satisfaction with honesty, and a 
moderate increase in satisfaction over the year:  from a level of 82.2% in May 
1994 to 90.2% in May 1995, a rise of 8% (Question 8.2.57).  While the overall 
levels of satisfaction with honesty were higher than the levels of satisfaction 
with openness in the Organization (Question 8.1.50), the variations in levels of 
satisfaction with particular relationships are similar. 
 
In relation to senior executives, as demonstrated in Graph 6.14: 
• The proportion of staff satisfied with their perceptions of the honesty 
between senior executives decreased from 79.5% in the first survey to 
75% by the time of the second survey, a fall of 4.5% (Question 
8.2.57.a). 
• There was a higher level of satisfaction in relation to how honest the 
senior executives were with the managers:  staff satisfaction with these 
relationships increased from 80.8% to a high 92.1%, a rise of 11.3% 
(Question 8.2.57.b). 
• Staff satisfaction with how honest senior executives were with staff 
themselves was initially low (61.5%).  This rose by 19.1%, reaching 
80.6% (Question 8.2.57.d). 
 
In relation to managers, as demonstrated in Graph 6.15: 
• The proportion of staff satisfied with the honesty between managers 
increased slightly from a high 91% in May 1994 to 92.1% in May 1995, 
a rise of 1.1% (Question 8.2.57.e). 
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• Staff satisfaction with how honest managers were with staff themselves 
was initially 84.6%.  This level rose by 12.4%, reaching a high 97% 
(Question 8.2.57.g). 
 
Once more, there were high levels of satisfaction in the honesty of staff within 
their own work teams, as demonstrated in the following figures from both 
surveys: 
• The proportion of staff satisfied with the honesty of members of the 
same work area was 96.2% in May 1994 and 96.9% in May 1995, a 
slight increase of 0.7% (Question 8.2.57.j). 
• Similarly, staff satisfaction with the honesty of members of their own 
work area increased from 93.6% to 95.5%, a slight rise of 1.9% 
(Question 8.2.57.l). 
 
Staff satisfaction with the honesty of staff members of different work areas 
was 74.4% in the first survey.  By the time of the second survey, the level of 
satisfaction had risen to 89.2%, an increase of 14.8% (Question 8.2.57.k).  
This further indicates that the issue of communication problems between 
different work areas had improved since the Intervention. 
 
Staff satisfaction with the honesty of the Organization as a whole was 78.2% in 
May 1994.  By May 1995 satisfaction had increased to 93.8%, a rise of 15.6% 
(Question 8.2.57.m). 
 
Graph 6.16 draws on Questions 8.2.57.j, 8.2.57.k, 8.2.57.l and 8.2.57.m. 
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Communication - Cooperation 
Questions 8.3.58 to 8.3.62 relate to the perceived cooperation in the 
Organization. 
 
Question 8.3.58 asked 'how would you rate the cooperation between'; nine 
structural relationships were then listed.  Staff were asked to select one of five 
options, indicating the perceived level of cooperation: 'very good', 'good', 
'adequate', 'poor' or 'very poor'.  For the purpose of analysis, the results of the 
three 'good' or 'adequate' options were then averaged into a total, as were the 
two 'poor' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
 
Overall, there was an increase in satisfaction over the year:  from a level of 
78.9% in May 1994 to 93.7% in May 1995, a rise of 14.8% (Question 8.3.58).  
The levels and the variations in levels of satisfaction with particular 
relationships are similar to the levels of satisfaction with perceived honesty 
(Question 8.2.57). 
 
In relation to senior executives, as demonstrated in Graph 6.17: 
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• The proportion of staff satisfied with their perceptions of the cooperation 
between senior executives increased slightly from 78.2% in the first 
survey to 79.4% by the time of the second survey, a rise of 1.2% 
(Question 8.3.58.a). 
• There was a higher level of satisfaction in relation to how well the senior 
executives cooperated with the managers:  staff satisfaction with these 
relationships increased from 82.1% to a high 93.7%, a rise of 11.6% 
(Question 8.3.58.b). 
• Staff satisfaction with how well senior executives cooperated with staff 
themselves was initially low (64.1%).  This rose by a significant 26.4%, 
reaching 90.5% (Question 8.3.58.d). 
 
In relation to managers, as demonstrated in Graph 6.18: 
• The proportion of staff satisfied with the cooperation between managers 
increased from 85.9% in May 1994 to a high 96.8% in May 1995, a rise 
of 10.9% (Question 8.3.58.e). 
• Staff satisfaction with how well managers cooperated with staff 
themselves was initially 84.6%.  This level rose by 13.9%, reaching a 
high 98.5% (Question 8.3.58.g). 
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Again, there were high levels of satisfaction in the cooperation of staff within 
their own work teams, as demonstrated in the following figures from both 
surveys: 
• The proportion of staff satisfied with the cooperation of members of the 
same work area was 94.9% in May 1994 and 98.5% in May 1995, an 
increase of 3.6% (Question 8.3.58.j). 
• Similarly, staff satisfaction with the cooperation of members of their own 
work area increased from 96.2% to 98.5%, a slight rise of 2.3% 
(Question 8.3.58.l). 
 
Staff satisfaction with the cooperation of staff members of different work areas 
was a low 59% in the first survey.  By the time of the second survey, the level 
of satisfaction had risen to a high 92.4%, a significant increase of 33.4% 
(Question 8.3.58.k).  This further indicates significant progress was made in 
resolving the issue of communication problems between different work areas. 
 
Staff satisfaction with the cooperation within the Organization as a whole was 
65.4% in May 1994.  By May 1995 satisfaction had increased to a high 95.4%, 
a significant rise of 30% (Question 8.3.58.m). 
 
Graph 6.19 draws on Questions 8.3.58.j, 8.3.58.k, 8.3.58.l and 8.3.58.m. 
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Questions 8.3.59 to 8.3.62 relate to perceived changes in the level of 
cooperation in the workplace. 
 
These four questions consisted of a statement; staff were asked to select one 
of six options, indicating whether they 'strongly agree', 'agree', 'slightly agree', 
'slightly disagree', 'disagree' or 'strongly disagree' with the statement.  For the 
purpose of analysis, the results of the three 'agree' options were then 
averaged into a total, as were the three 'disagree' options. 
 
As demonstrated in Graph 6.20: 
• The proportion of staff who agreed with the statement 'In general the 
level of cooperation in [the Organization] is good' was a low 52.6% in 
May 1994.  By May 1995, this had increased to a high 91.2%, a 
significant rise of 38.6% (Question 8.3.59). 
• The proportion of staff who agreed that the level of cooperation in the 
Organization had improved over the last year was 70.7% in the first 
survey.  By the time of the second survey, this had increased to a 
significant 93.8%, a rise of 23.1% (Question 8.3.60). 
• The proportion of staff who agreed that the level of cooperation had 
declined was 20% in the first survey; this decreased to a low 4.6% in 
the second survey, a fall of 15.4% (Question 8.3.61). 
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• The proportion of staff who agreed that the level of cooperation had 
stayed the same was 25.7% in the first survey; this decreased to 11.1% 
in the second survey, a fall of 14.6% (Question 8.3.62). 
 
Ownership, Responsibility and Loyalty Toward The Organization - The 
Future 
Questions 9.1.64 to 9.1.66 deal with the perceived future of the staff within 
the Organization, and the future of the Organization itself. 
 
Each of these three questions consisted of a statement; staff were asked to 
select one of six options, indicating whether they 'strongly agree', 'agree', 
'slightly agree', 'slightly disagree', 'disagree' or 'strongly disagree' with the 
statement.  For the purpose of analysis, the results of the three 'agree' options 
were then averaged into a total, as were the three 'disagree' options. 
 
Overall, at the time of the first survey 64.3% of staff expressed satisfaction 
with their own and the Organization’s future prospects.  This had increased to 
83.1% in the second survey, a rise of 18.8% (Questions 9.1.64 to 9.1.66, refer 
to Graph 6.21). 
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In particular: 
• In the first survey, 71.8% of staff agreed with the statement 'At present 
I feel I have a future in [the Organization]'.  This increased to 86.6% in 
the second survey, a rise of 14.8% (Question 9.1.64). 
• However, not all of those staff were satisfied with their perceived future, 
though the situation did improve during the year.  In the first survey, a 
low 52.6% of staff agreed with the statement 'I am satisfied with my 
future prospects at [the Organization]'.  This increased to 71.6% in the 
second survey, a rise of 19% (Question 9.1.65). 
• By May 1995, staff were more confident of the Organization’s future.  In 
the first survey, 68.4% of staff agreed with the statement 'I am satisfied 
with [the Organization’s] future prospects as an organization'.  This 
increased to a high 91.2% in the second survey, a significant rise of 
22.8% (Question 9.1.64). 
•  
Ownership, Responsibility and Loyalty Toward The Organization - 
Work and Morale 
Questions 9.2.67 to 9.2.71 relate to workload and morale. 
 
Question 9.2.67 asked 'Please indicate whether your work includes the 
following'; 15 features were then listed (including personal challenge, 
meaningfulness, feedback, autonomy, enjoyment, and personal development).  
Staff were asked to select one of five options, indicating the perceived burden 
of that feature:  'far too much', 'too much', 'about right', 'too little' or 'far too 
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little'.  For the purpose of analysis, the results of the two 'too much' options 
were then averaged into a total, as were the two 'too little' options; these were 
compared with the remaining 'about right' option. 
 
As demonstrated in Graph 6.22, there was little overall change during the 
year:  in May 1994 staff felt that 57.8% of the features were 'about right' in 
their workload; this increased to 61.6% 'about right' in May 1995, a rise of 
3.8%.  Also, at the time of the first survey staff felt that they had 'too little' of 
35.1% of the features, which decreased to 28.8% in the second survey, a fall 
of 6.3% (Question 9.2.67). 
 
The most significant shifts occurred in the two features relating to feedback.  
In May 1994, only 29.5% of staff felt the amount of positive feedback they 
were receiving was 'about right'; 70.5% of staff felt they were receiving too 
little positive feedback.  By May 1995 this had shifted to 44.9% of staff feeling 
they received about the right amount of positive feedback, an increase of 
15.4%; while 53.6% of staff felt they were receiving too little, a decrease of 
16.9% (Question 9.2.67.e, refer to Graph 6.23). 
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Similarly, at the time of the first survey, only 37.2% of staff felt the amount of 
negative feedback they were receiving was 'about right'; 62.8% of staff felt 
they were receiving too little negative feedback.  By May 1995 this had shifted 
to 46.4% of staff feeling they received about the right amount of negative 
feedback, an increase of 9.2%; while 52.2% of staff felt they were receiving 
too little, a decrease of 10.6% (Question 9.2.67.f, refer to Graph 6.24). 
 
The feature receiving by far the most significant proportion of staff reporting 
'too much' was 'time pressures'.  At the time of the first survey, 39.7% of staff 
felt the amount of 'time pressure' on them was 'about right'; 52.5% of staff 
felt they were under too much time pressure.  By May 1995 this had shifted to 
49.3% of staff feeling they were under about the right amount of time 
pressure, an increase of 9.6%; while 47.8% of staff felt they were under too 
much, a decrease of 4.7% (Question 9.2.67.h, refer to Graph 6.25). 
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While the shifts in perception of receiving the 'right' amount of feedback, and 
being under the 'right' amount of time pressure were positive, the shifts were 
also moderate and may indicate continuing problem areas. 
Question 9.2.68 also related to workload. 
 
This question asked 'How would you rate your overall workload?'  Staff were 
asked to select one of five options, indicating the perceived level:  'very 
heavy', 'heavy', 'moderate', 'light' or 'very light'.  For the purpose of analysis, 
the results of the two 'heavy' options were then averaged into a total, as were 
the two 'light' options; these were compared with the remaining 'moderate' 
option. 
 
Overall, staff felt that they had a heavy workload, which increased slightly 
(1%) during the year.  In May 1995, 65.2% of staff in the Organization felt 
they had a heavy workload, while 30.4% of staff felt they had a moderate 
workload (Question 9.2.68, refer to Graph 6.26).  This perceived heavy 
workload may have a direct link to the above results of being under 'too much' 
time pressure. 
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Question 9.2.69 related to morale. 
 
This question asked 'How would you rate the morale of the people working in 
your area?'  Staff were asked to select one of five options, indicating the 
perceived level:  'very high', 'high', 'moderate', 'low' or 'very low'.  For the 
purpose of analysis, the results of the three 'high' and 'moderate' options were 
then averaged into a total, as were the two 'low' options. 
 
Staff reported that the morale of people working in their area had increased.  
In May 1994, 74% of staff reported that morale was moderate to very high;  
by May 1995, this had increased to 86.8%, a rise of 12.8% (Question 9.2.69). 
 
Question 9.2.70 relates to staff satisfaction with various features of their work. 
 
This question asked 'how satisfied are you with'; 13 features were then listed 
(including work conditions, supervision, fellow workers, training, and 
fulfilment).  Staff were asked to select one of five options, indicating their level 
of satisfaction:  'very satisfied', 'quite satisfied', 'barely satisfied', 'not very 
satisfied' or 'not at all satisfied'.  For the purpose of analysis, the results of the 
three 'very', 'quite', and 'barely satisfied' options were then averaged into a 
total, as were the two 'not very' and 'not at all satisfied' options. 
 
Overall there was an increase in satisfaction:  in May 1994 the level of 
satisfaction was 77%;  this increased to 87.5% in May 1995, a rise of 10.5% 
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(Question 9.2.70).  Within that figure, however, there were very different 
results against the various features.  In particular: 
• Satisfaction with 'your career path' was initially low (56.4%); this 
increased 15.7% to 72.1% in the second survey (Question 9.2.70.b). 
• Satisfaction with 'your dealings with clients' was already high (93.6%) in 
the first survey; satisfaction increased by a moderate 4.9% to 98.5% 
(Question 9.2.70.e). 
• There was a low level of satisfaction with 'organisational communication' 
in May 1994 (62.8%); however, by May 1995 satisfaction had risen to 
86.8%, a significant increase of 24% (Question 9.2.70.f). 
• Satisfaction with 'organisational rewards / incentives' was initially low 
(62.8%) and remained low; it rose 1.9% to 64.7% in the second survey 
(Question 9.2.70.g). 
• Satisfaction with 'your work content' was already high (92.3%) in the 
first survey, and increased by a moderate 3.3% to 95.6% in the second 
survey (Question 9.2.70.h). 
• The level of satisfaction with 'levels of cooperation' was initially 71.1%;  
by May 1995 satisfaction had risen to 91.2%, a significant increase of 
20.1% (Question 9.2.70.k). 
• Satisfaction with 'fulfilment and satisfaction you gain from work' was 
80.8% in the first survey, and increased by 10.4% to 91.2% in the 
second survey (Question 9.2.70.l). 
• Satisfaction with 'genuineness of interest shown by management in your 
ideas and concerns' was 73.1% in the first survey, and increased by 
9.3% to 82.4% in the second survey (Question 9.2.70.m). 
 
Question 9.2.71 dealt with perceptions of the other workers in the staff 
members' work groups. 
 
This question consisted of 15 statements relating to the staff member's 
colleagues; staff were asked to select one of six options, indicating whether 
they 'strongly agree', 'agree', 'slightly agree', 'slightly disagree', 'disagree' or 
'strongly disagree' with the statement.  For the purpose of analysis, the results 
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of the three 'agree' options were then averaged into a total, as were the three 
'disagree' options. 
 
Overall there was a high level of agreement with the statements:  82% in May 
1994, increasing by 10.2% to 92.2% in May 1995 (Question 9.2.71). 
 
It is apparent that staff had a high opinion of their colleague's commitment to 
work, and (to a somewhat lesser extent) their commitment to the 
Organization.  In particular: 
• Agreement with the statement '[staff] are willing to work very hard' was 
a perfect 100% in both surveys (Question 9.2.71.a). 
• Agreement with the statement '[staff] try to do their best work' was a 
high 96.2% in May 1994, and 98.5% in May 1995, an increase of 2.3% 
(Question 9.2.71.d). 
• Agreement with the statement '[staff] are really committed to [the 
Organization]' was 83.3% in May 1994, and 89.7% in May 1995, an 
increase of 6.4% (Question 9.2.71.j). 
• Agreement with the statement '[staff] feel a strong sense of ownership 
of (responsibility toward) [the Organization]' was 62.8% in May 1994, 
and 85.3% in May 1995, an increase of 22.5% (Question 9.2.71.o). 
• Staff also had a high opinion of their colleagues’ ability to maintain 
relationships, especially within the work group.  In particular: 
• Agreement with the statement '[staff] are very friendly' was a high 
94.9% in May 1994, and a perfect 100% in May 1995, a rise of 5.1% 
(Question 9.2.71.e). 
• Agreement with the statement '[staff] are very cooperative' was a high 
93.6% in May 1994, and a perfect 100% in May 1995, a rise of 6.4% 
(Question 9.2.71.i). 
 
Relationships weren't perceived to be as good between staff and the 
managers, and staff and the senior executives.  As is demonstrated in Graph 
6.27, the proportion of staff who are seen as 'very respectful of each other' is 
higher than the proportion of staff who are seen as 'very respectful of senior 
executives', though progress was made at all levels (Questions 9.2.71.f, 
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9.2.71.g and 9.2.71.h).  Similarly, as demonstrated in Graph 6.28, staff 
members' perceived ability to 'communicate very well with each other' was 
seen as high (95.6% in May 1995), while their ability to 'communicate very 
well with senior executives' was lower (55.1% in May 1994, and 75% in May 
1995).  However, note that there were significant increases (between 19.3% 
and 20%) in perceived communication skills between staff and each other, 
staff and managers, and staff and senior executives (Questions 9.2.71.l, 
9.2.71.m and 9.2.71.n). 
 
 
It is interesting to note that agreement with the statement '[staff] are very 
stressed' increased from 75.3% in May 1994 to 89.7% in May 1995, a rise of 
14.4% (Question 9.2.71.c).  This increase in stress levels is perhaps due to the 
significant changes made through the Intervention: any change is stressful, 
whether it is welcomed or not, especially change occurring at the deep level of 
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transformation.  It could also be that staff were more aware after the 
Intervention of the sort of pressure they had been under since the Transition. 
 
Data Compression 
As would be expected the early questions relating to individual development 
plans, performance management, mission and vision all indicate that the 
training provided made significant headway in these areas. Of more interest to 
this research is how well the intervention was perceived to address the 
problems identified in the area of ‘soft skills’.  The soft skill areas covered so 
far in the survey relate to such things as: 
• The quality of interpersonal communication which was perceived by the 
Organization’s staff to have improved across the whole organization by 
11.5% throughout the year of the intervention. 
 
• The ability of the Organization to manage its own conflict and tension 
which was perceived by the Organization’s staff to have improved across 
the whole organization by 23.5% throughout the year of the 
intervention. 
 
• The openness of communication across the whole Organization was 
perceived by the Organization’s staff to have improved by 37.2% 
throughout the year of the intervention. 
 
• Similarly the level of cooperation across the whole Organization was 
perceived by the Organization’s staff to have improved by 38.6% 
throughout the year of the intervention. 
 
• The level of cooperation between sections within the Organization, a 
problem also identified prior to the intervention, was perceived by the 
Organization’s staff to have improved by 37.2% throughout the year of 
the intervention. 
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• The perception by staff of the Organizations future also showed 
significant improvement with the amount of staff being satisfied with the 
Organizations future prospects rising 22.5% throughout the year. 
 
• The amount of satisfaction staff gleaned from their work in the 
Organization also increased by 18.2% throughout the year. 
 
These figures are indicative that a major change in staff attitudes took place 
during the intervention in the direction of the change effort – that of much 
improved soft skills.  
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DISCUSSION CONTINUED 
Ownership, Responsibility and Loyalty Toward The Organization - 
Rewards and Incentives 
Question 9.3.72 related to staff satisfaction with available rewards and 
incentives. 
 
This question asked 'How would you rate the rewards and incentives of the 
following type offered by the Organization'; eight types were then listed.  Staff 
were asked to select one of five options, indicating their satisfaction:  'very 
good', 'good', 'adequate', 'poor' or 'very poor'.  For the purpose of analysis, the 
results of the three 'good' or 'adequate' options were then averaged into a 
total, as were the two 'poor' options. 
 
Overall, the level of satisfaction in May 1994 was 61.4%.  There was an 
moderate increase in satisfaction by May 1995 to 69.2%, a rise of 7.8% 
(Question 9.3.72).  In particular: 
• Satisfaction with 'pay' was high:  92.1% in the first survey, and 94% in 
the second survey (Question 9.3.72.a). 
• However, satisfaction with the opportunity for advancement was very 
low.  'Opportunity for promotion' was 26.9% in May 1994 and 31.3% in 
May 1995 (Question 9.3.72.b).  Satisfaction with 'opportunity to act in 
higher positions' and 'payment of higher duties' was similar (Questions 
9.3.72.c and 9.3.72.e). 
• Satisfaction with 'recognition of your achievements by your supervisor' 
was 71.8% in May 1994 and 76.1% in May 1995 (Question 9.3.72.f).  
Satisfaction with 'recognition of your achievements by senior 
management' was a low 50% in May 1994 and only rose to 55.9% in 
May 1995 (Question 9.3.72.g). 
• Satisfaction with 'other incentives / encouragement awards' was also 
low:  39.5% in May 1994, and 54.4% in May 1995 (Question 9.3.72.h). 
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Ownership, Responsibility and Loyalty Toward The Organization - 
Effectiveness 
Question 9.4.73 asked staff to rate the effectiveness of the Organization and 
its various levels of staff and senior managers. 
 
This question asked 'How would you rate the effectiveness of'; seven structural 
groups were then listed.  Staff were asked to select one of five options, 
indicating their satisfaction:  'very good', 'good', 'adequate', 'poor' or 'very 
poor'.  For the purpose of analysis, the results of the three 'good' or 'adequate' 
options were then averaged into a total, as were the two 'poor' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
 
Overall, staff indicated a high level of satisfaction in both surveys:  90.5% in 
May 1994, rising to 97% satisfaction in May 1995, an increase of 6.5% 
(Question 9.4.73). 
 
As is demonstrated in Graph 6.29, the larger increases of satisfaction in 
perceived effectiveness were in relation to senior executives (from 76.9% to 
92.4%, a rise of 15.5%) and the Organization as a whole (from 84.6% to 
97%, a rise of 12.4%) (Questions 9.4.73.a and 9.4.73.g). 
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Risk Behaviour Assessment 
Questions 10.1.74 to 10.4.77 asked staff how much risk they felt in 
communicating honestly within their work group, within their branch, with 
other branches, and within the Organization as a whole. 
 
In each question, staff were asked to indicate the level of risk attached to 26 
different communications (including 'disclosing doubts about my capacity to 
contribute', 'expressing anger toward someone in the group', 'praising 
someone in the group' and 'walking out of the group while under stress').  
Staff could select from four levels of risk, each scoring a number of points:  
'there is no risk for me' (0 points), 'there is little risk for me' (1 point), 'there is 
moderate risk for me' (2 points) and 'there is high risk for me' (3 points).  The 
total points for each question were then averaged so that the means could be 
compared; a higher mean indicated a higher perceived risk (a lower level of 
trust); a lower mean indicated a lower perceived risk (a higher level of trust). 
 
As can be seen in Graph 6.30, the perception of risk decreased at all 
organisational levels during the year; it seems that staff felt safer to express 
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themselves by May 1995, though unsurprisingly staff continued to feel safest in 
their own work teams (Questions 10.1.74 to 10.4.77). 
 
The largest change occurred in relation to the risk felt in the Organization as a 
whole:  the mean of the relevant answers in May 1994 was 36; this decreased 
to 29.4 in May 1995, a fall of 6.6 (Question 10.4.77).  This compares to the 
risk felt within work groups: the mean was 29.6 in May 1994, falling to 25.3 in 
May 1995, a drop of 4.3 (Question 10.1.74). 
 
Safe Expression in Workplace 
Question 10.6.80 also dealt with the safety of self-expression in the workplace. 
 
This question consisted of the statement 'I feel safe to express myself at [the 
Organization]'; staff were asked to select one of six options, indicating whether 
they 'strongly agree', 'agree', 'slightly agree', 'slightly disagree', 'disagree' or 
'strongly disagree' with the statement.  For the purpose of analysis, the results 
of the three 'agree' options were then averaged into a total, as were the three 
'disagree' options. 
 
In May 1994, 65.8% of staff agreed; by May 1995, 89.7% of staff agreed with 
this statement, an increase of 23.9% (Question 10.6.80). 
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Satisfaction, Fulfilment and Enjoyment 
Questions 10.5.78 and 10.6.79 asked staff to indicate the level of fulfilment 
and the level of enjoyment gained from working with various groups in the 
Organization and from working by themselves. 
 
These two questions asked, for example, 'Indicate your present level of 
enjoyment gained from working [with]'; seven structural groups were then 
listed.  Staff were asked to select one of five options, indicating the level:  
'very high', 'high', 'adequate', 'low' or 'very low'.  For the purpose of analysis, 
the results of the three 'high' or 'adequate' options were then averaged into a 
total, as were the two 'low' options. 
 
Note that the data sought in relation to Assistant Managers has been 
disregarded. 
 
Graph 6.31 demonstrates the levels of fulfilment gained (Question 10.5.78); 
the results relating to the level of enjoyment were very similar, and are not 
been reported in detail here (Question 10.6.79). 
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Overall, the level of fulfilment was reported as 81.6% in May 1994;  this 
increased to 92.1% in May 1995, a rise of 10.5% (Question 10.5.78).  
Similarly, the level of enjoyment was 83% in May 1994, and 93.7% in May 
1995, an increase of 10.7% (Question 10.6.79).  In particular: 
• The level of fulfilment gained from working with senior executives was 
66.7% at the time of the first survey; this increased to 76.1%, a rise of 
9.4% (Question 10.5.78.a). 
• As noted previously, one of the identified problems was a lack of 
cooperation between different work groups.  The reported level of 
fulfilment gained from working 'with members of different work areas' 
was 78.2% in May 1994, increasing to a high 93.9% in May 1995, a rise 
of 15.7% (Question 10.5.78.e), indicating progress was made on this 
point. 
• The level of fulfilment gained from working 'in the organization as a 
whole' was 74.4% at the time of the first survey; this increased to a 
high 92.6%, a rise of 18.2% (Question 10.5.78.g). 
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• Interestingly, the level of fulfilment gained from working 'by yourself' 
was a high 96.2% at the time of the first survey, increasing to 97.1% 
(Question 10.5.78.h).  Similarly, the level of enjoyment gained from 
working by yourself was 92.3% in May 1994 and 100% in May 1995 
(Question 10.6.79.h).  This seems to indicate that most people in the 
Organization preferred working with a high level of autonomy. 
 
Question 10.6.81 related to staff perceptions of their own level of influence. 
 
This question consisted of the statement 'The level of influence / power I have 
at [the Organization] is appropriate for my position in [the Organization]'; staff 
were asked to select one of six options, indicating whether they 'strongly 
agree', 'agree', 'slightly agree', 'slightly disagree', 'disagree' or 'strongly 
disagree' with the statement.  For the purpose of analysis, the results of the 
three 'agree' options were then averaged into a total, as were the three 
'disagree' options. 
 
In May 1994, 73.1% of staff agreed with this statement, and this result 
remained constant;  in May 1995, 73.5% of staff agreed (Question 10.6.81). 
 
Perceptions 
Questions 11.1.82 to 11.2.98 asked staff to agree or disagree with a range of 
comments about the Organization’s and the individual's role and attitude in 
relation to the Resource. 
 
These 17 questions each consisted of a statement; staff were asked to select 
one of six options, indicating whether they 'strongly agree', 'agree', 'slightly 
agree', 'slightly disagree', 'disagree' or 'strongly disagree' with the statement.  
For the purpose of analysis, the results of the three 'agree' options were then 
averaged into a total, as were the three 'disagree' options. 
 
Note this sequence of questions were misnumbered, and should have been 
identified as 11.1.82 to 11.1.98. 
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Questions 11.1.82 to 11.2.84 asked about the staff member's interest in 
conserving and/or equitably exploiting the Resource.  As demonstrated in 
Graph 6.32: 
• Agreement with the statement 'I am more interested in the conservation 
of [the Resource] than I am in [its] equitable exploitation [italics added]' 
was 71.1% in May 1994 and 69.2% in May 1995 (Question 11.1.82). 
• Agreement with the statement 'I am more interested in the equitable 
exploitation of [the Resource] than I am in [its] conservation [italics 
added]' was 27.6% in May 1994 and 32.8% in May 1995, a moderate 
increase of 5.2% (Question 11.2.83). 
• Agreement with the statement 'I am more interested in balancing the 
equitable exploitation of [the Resource] with [its] long term 
sustainability [italics added]' was 87% in May 1994 and 87.5% in May 
1995 (Question 11.2.84). 
 
Questions 11.2.85 and 11.2.86 asked about the staff member's belief in the 
Resource's need for exploitation or conservation.  As demonstrated in Graph 
6.33: 
• Agreement with the statement '[the Resource is] grossly over exploited 
and [is] in need of conservation' was 81.6% in May 1994 and 74.2% in 
May 1995 (Question 11.2.85). 
• Agreement with the statement '[the Resource is] not over exploited and 
[is] in need of developing' was 24% in May 1994 and 12.3% in May 
1995 (Question 11.2.86). 
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Questions 11.2.87 to 11.2.92 asked about the staff member's perception of the 
attitude towards the Resource of the Organization’s Board. 
 
In particular, Questions 11.2.87 to 11.2.89 asked about perceptions of the 
Board's interest in conserving and/or equitably exploiting the Resource.  As 
demonstrated in Graph 6.34: 
• Agreement with the statement 'the [Organization’s] Board is more 
interested in the conservation of [the Resource] than in [its] exploitation 
[italics added]' was 22.4% in May 1994 and 25.4% in May 1995 
(Question 11.2.87). 
• Agreement with the statement 'the [Organization’s] Board is more 
interested in the exploitation of [the Resource] than in [its] conservation 
[italics added]' was 71.1% in May 1994 and 70.3% in May 1995 
(Question 11.2.88). 
• Agreement with the statement 'the [Organization’s] Board is in conflict 
over the exploitation of [the Resource] and [its] conservation [italics 
added]' was 53.9% in May 1994 and 54% in May 1995 (Question 
11.2.89). 
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Note that the staff interest is mainly in balancing equitable exploitation with 
long-term sustainability (refer to Question 11.2.84); however, the staff 
perception is that the Board is more interested in the exploitation of the 
Resource (refer to Question 11.2.88). 
 
Despite this perception, agreement with the statement 'the [Organization’s] 
Board is genuinely doing its best to balance long term sustainability of [the 
Resource] with [its] equitable exploitation' rose from 59.2% in May 1994 to 
69.4% in May 1995 (Question 11.2.90).  Also, agreement with the statement 
'the [Organization’s] Board is mostly interested in the non equitable 
exploitation of [the Resource]' decreased from 34.7% in May 1994 to 26.9% in 
May 1995 (Question 11.2.92). 
 
Questions 11.2.93 to 11.2.96 deal with staff perceptions of the Organization’s 
primary interest.  As demonstrated in Graph 6.35: 
• Agreement with the statement '[the Organization’s] primary interest is 
in meeting the needs of [the Industry] as a whole [italics added]' was 
64% in May 1994.  This increased to 74.2% in May 1995, a rise of 
10.2% (Question 11.2.93). 
• Agreement with the statement '[the Organization’s] primary interest is 
in meeting the needs of the influential players in [the Industry] [italics 
added]' was 65.8% in May 1994; note that this is higher than 
agreement with the above statement relating to the Industry as a whole.  
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This result decreased to 62.1% in May 1995, a fall of 3.7% (Question 
11.2.94). 
• Agreement with the statement '[the Organization’s] primary interest is 
in securing the long term sustainability of [the Resource] for future 
generations' was 70.1% in May 1994.  This increased to 87.7% in May 
1995, a rise of 17.6% (Question 11.2.95). 
• Agreement with the statement '[the Organization’s] primary interest is 
in securing a balance between the long term sustainability of [the 
Resource] and the equitable exploitation of [it]' was 72.4% in May 1994.  
This increased to 87.7% in May 1995, a rise of 15.3% (Question 
11.2.96). 
 
Questions 11.2.97 and 11.2.98 relate to the Organization’s vision of its own 
role.  As demonstrated in Graph 6.36: 
• Agreement with the statement '[the Organization] does not have a clear 
vision of its role' was 48.7% in May 1994.  This decreased to 34.8% in 
May 1995, a fall of 13.9% (Question 11.2.97). 
• Agreement with the statement '[the Organization] does have a clear 
vision of its role' was 52.6% in May 1994.  This increased to 74.2% in 
May 1995, a significant rise of 21.6% (Question 11.2.98). 
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EXTERNAL SURVEYS 
The Development of the External Survey 
The external survey was intended to help identify and measure the influence (if 
any) of the Intervention outside the Organization. 
 
I developed the survey questions with the input of staff from the Organization;  
and with the assistance of one Manager in particular, who was a member of 
the Action Research Group. 
 
The survey was targeted at individuals in external agencies who frequently 
interacted with the Organization.  A comprehensive list of 25 agencies and the 
relevant contact names was provided by the Managing Director.  These 
included:  State agencies and Commonwealth Government Departments which 
shared policy or program responsibility for the Resource; Industry bodies; 
conservation agencies;  scientific agencies;  international agencies;  and 
Industry members. 
 
Completion of the Survey 
The survey was conducted by telephone during November 1995, with some 
surveys being completed in person.  For the telephone respondents, I called 
each person and read out a brief statement describing who I was and why I 
was calling; I then read out the questions to them, and noted their answers.  
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For the respondents available in person, I gave them a copy of the survey and 
asked them to complete it by hand themselves. 
 
Of the possible 25 respondents, 17 people completed surveys with me.  While 
this is only a 68% response rate, I feel it provides adequate data, as 
respondents were included from agencies covering all relevant functions. 
 
Survey Analysis 
The following sections analyse the results against each group of questions in 
the survey. 
 
In response to the first 18 questions, which were framed as questions or 
statements, the respondents were asked whether they 'agree', 'disagree' or 
'can't say'.  For example, Question 1 was 'Are you aware of the Intervention 
[the Organization] has recently undergone'.  Note that if the respondent wasn't 
specifically aware of the Intervention, I asked the remaining questions in 
relation to any perceived changes during the previous 18 months. 
 
Some respondents noted that a 'disagree' response wasn't necessarily negative 
in regard to the Organization:  instead it may simply indicate there was little or 
no perceived change.  For example, in response to Question 4 ('In your opinion 
since the Intervention was implemented the quality of your relationship with 
[the Organization] has improved'), one respondent selected 'disagree' but 
commented that the relationship had always been very good. 
 
The last two questions were open-ended requests for more information: 
• Question 19 asked 'Is there anything more [the Organization] could do 
to improve its relationship with you and your organization'. 
• Question 20 asked 'Is there any comments you would like to make 
regarding the Intervention [the Organization] has undertaken'. 
 
Awareness of the Intervention 
As mentioned above, Question 1 asked whether the respondent was aware of 
the Intervention recently undergone in the Organization.  As can be seen in 
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Graph 6.37, 53% of respondents agreed that they were aware of the 
Intervention, while 18% disagreed, and 29% couldn't say.  While it seems that 
only half of the external agencies were aware of the specific program 
undertaken, the feedback below indicates that the respondents were aware of 
changes made in the Organization as a result of the Intervention. 
 
 
External Perceptions of the Organization 
As demonstrated in Graph 6.38: 
• Question 2 asked whether the Organization appeared to be more 
cohesive:  47% of respondents agreed that it was more cohesive, while 
18% disagreed and 29% couldn't say. 
• Question 3 asked whether the Organization appeared to have a clearer 
sense of its own identity, mission and role:  65% of respondents agreed, 
while 18% disagreed and 12% couldn't say. 
• Question 6 asked whether the Organization appeared to be more 
effective:  47% of respondents agreed that it was more effective, while 
18% disagreed and 29% couldn't say. 
• Question 10 asked whether the Organization appeared to be more 
honest and up-front:  41% of respondents agreed that it was more 
honest, while 35% disagreed and 18% couldn't say. 
• Question 11 asked whether the Organization was a better provider of 
services:  a significant 76% of respondents agreed that it was, while 
only 6% disagreed and 12% couldn't say. 
 
 260 
Chapter 9 – Research Evaluation and Discussion Continued - 261 
 
While none of these results are overwhelmingly positive, it does seem clear 
that the Organization was perceived to develop a clearer sense of its own role.  
Also, satisfaction with its service provision increased.  The most equivocal 
results related to the Organization’s perceived honesty. 
 
External Relationships with the Organization 
As demonstrated in Graph 6.39: 
• Question 4 asked whether 'the quality of your relationship with [the 
Organization] has improved':  53% of respondents agreed that it had, 
while 23% disagreed and 12% couldn't say. 
• Question 5 asked whether 'the quality of your communication with [the 
Organization] has improved':  53% of respondents agreed that it had, 
while 29% disagreed and 12% couldn't say. 
• Question 7 asked whether '[the Organization] overall is a much better 
communicator':  59% of respondents agreed that it was, while 29% 
disagreed and 6% couldn't say. 
• Question 8 asked whether 'There have been flow-on effects of the 
Intervention that have benefited your organization':  59% of 
respondents agreed that there had been, while 18% disagreed and 18% 
couldn't say. 
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• Question 9 asked whether '[the Organization] has a better image in the 
industry generally since undergoing the Intervention':  47% of 
respondents agreed that it had, while 18% disagreed and 29% couldn't 
say. 
 
Again, none of these results are overwhelmingly positive; however, they do 
indicate some improvement in the Organization’s external relationships. 
 
Perceptions of Internal Culture 
As demonstrated in Graph 6.40: 
• Question 12 asked whether '[the Organization] appears to be a better 
place to work since undergoing the Intervention':  47% of respondents 
agreed that it did, while 6% disagreed and 35% couldn't say. 
• Question 13 asked whether '[the Organization’s] staff are more 
committed to the organization since undergoing the Intervention':  53% 
of respondents agreed that they were, while 12% disagreed and 29% 
couldn't say. 
• Question 14 asked whether '[the Organization’s] staff speak more highly 
of the organization since undergoing the Intervention':  a significant 
70% of respondents agreed that they did, while 6% disagreed and 12% 
couldn't say. 
 262 
Chapter 9 – Research Evaluation and Discussion Continued - 263 
• Question 15 asked whether '[the Organization’s] ability to manage its 
own tensions, dramas and conflicts has improved':  29% of respondents 
agreed that it did, while 12% disagreed and 53% couldn't say. 
• Question 16 asked whether '[the Organization’s] culture is less 
autocratic since undergoing the Intervention':  47% of respondents 
agreed that it was, while 12% disagreed and 35% couldn't say. 
 
A relatively significant proportion of respondents replied that they couldn't 
comment on changes in the Organization’s internal culture; however, it at least 
seems clear that staff began speaking more positively of the Organization since 
the Intervention. 
 
The Nature of the Change 
As demonstrated in Graph 6.41: 
• Question 17 asked whether '[the Organization] would have changed as 
much as it has without undertaking the Intervention':  12% of 
respondents agreed that it would have, while 18% disagreed and 47% 
couldn't say (23% didn't answer). 
• Question 18 asked whether 'The changes in [the Organization] could 
have come about as quickly without undertaking the Intervention':  12% 
of respondents agreed that they would have, while 18% disagreed and 
47% couldn't say (23% didn't answer). 
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Note that a significant proportion of the respondents either couldn't reply to 
these questions, or didn't provide an answer.  The results are inconclusive, and 
perhaps called for speculation the respondents weren't in a position to make. 
 
ACTION RESEARCH GROUP FINDINGS 
The Development of the ARG Survey 
Following implementation of the Intervention, the Action Research Group 
reformed, partly in order to understand the Intervention's effect on the 
Organization, and to assess how to maintain the momentum of change.  As 
mentioned in chapter 4 the ARG was composed of members of the Working 
Group, and a number of other volunteer staff who were interested in the 
Intervention.  I was invited to participate in most meetings. 
 
While they had access to the results of the staff surveys, the ARG decided to 
conduct its own internal survey, as the group had further questions about the 
Intervention's impact.  Three members of the ARG each developed a set of 
questions, sought my feedback, and then consolidated the drafts into a final 
survey of 22 questions. 
 
Completion of the Survey 
The survey was conducted during October 1995. 
 
The ARG members each took responsibility for distribution of the survey to 
staff in particular areas of the Organization; they encouraged a high response 
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rate, and collected the completed surveys.  A total of 59 staff participated for a 
response rate of 84%.  Given some staff turnover resulting in some who did 
not participate in the Intervention and the fact that some staff were out on site 
during the survey, the ARG considered this to be a significant majority of the 
current staff who had participated in the Intervention. 
 
Survey Analysis 
The following sections analyse the results against each group of questions in 
the survey. 
 
The majority of questions in the survey consisted of a statement; staff were 
asked to select one of six options, indicating whether they 'strongly agree', 
'agree', 'slightly agree', 'slightly disagree', 'disagree' or 'strongly disagree' with 
the statement.  For the purpose of analysis, the results of the three 'agree' 
options were then averaged into a total, as were the three 'disagree' options. 
 
Some questions were open-ended requests for more information: 
• Question 14 asked 'What do you believe [the Organization] most needs 
to do next to improve communication and work practices?  Are there 
other things we need to concentrate on?' 
• Question 20 asked 'Do you know of any other cultural change 
methodologies that could have been used by [the Organization]?  If so, 
what are they?  Would they have been better for [the Organization] than 
the Transformation Process?' 
• Question 22 asked 'Is there anything else you would like to comment 
on?' 
 
Change in the Organization 
As demonstrated in Graph 6.42: 
• Question 1 asked whether '[the Organization] has experienced 
significant change during the past 18 months':  a high 93% of staff 
agreed that it had, while 5% disagreed. 
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• Question 2 asked 'If [the Organization] has experienced significant 
change, it was because of the Transformation Process':  88% of staff 
agreed that it was due to the Intervention, while 10% disagreed. 
• Question 3 asked whether '[the Organization] is a better place to work in 
because of the Transformation Process':  82% of staff agreed that it was 
better, while 15% disagreed. 
• Question 4 asked whether 'I am happy with the lily-pad re-organization 
of [the Organization]' that resulted from the Intervention:  76% of staff 
agreed that they were happy, while 19% disagreed. 
• Question 5 asked whether 'I feel that communication and relationships 
have greatly improved between people working together in [the 
Organization]':  79% of staff agreed that they had, while 18% 
disagreed. 
• Question 6 asked whether 'I believe that the Transformation Process 
itself contributed most to an improvement in communication':  82% of 
staff agreed that it had, while 16% disagreed. 
• Question 7 asked whether 'I believe the lily-pad re-organization (that 
resulted from the Transformation Process) contributed most to an 
improvement in communication’: a relatively low 54% of staff agreed 
that it had, while 40% disagreed. 
• Question 8 asked whether 'I feel that general work practices have 
greatly improved in [the Organization]': 64% of staff agreed that they 
had, while 32% disagreed. 
• Question 9 asked whether 'Overall, I am happy with the changes that 
have taken place in [the Organization] as a result of the Transformation 
Process': 77% of staff agreed that they were happy, while 20% 
disagreed. 
 266 
Chapter 9 – Research Evaluation and Discussion Continued - 267 
 
It seems clear that there was significant change within the Organization, that 
communication and relationships improved, and that this was largely due to 
the Intervention. 
 
The Organization’s Vision, Purpose and Values 
As demonstrated in Graph 6.43: 
• Question 10 asked whether 'I feel a strong empathy with and 
commitment to [the Organization’s] vision':  86% of staff agreed that 
they did, while 13% disagreed. 
• Question 11 asked whether 'I feel a strong empathy with and 
commitment to [the Organization’s] first purpose', which included the 
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word ‘cherish’ instead of ‘values’:  a high 95% of staff agreed that they 
did, while 5% disagreed. 
• Question 12 asked whether 'I feel a strong empathy with and 
commitment to [the Organization’s] second purpose', which included the 
word ‘values’ instead of ‘cherish’:  86% of staff agreed that they did, 
while 13% disagreed. 
• Question 13 asked whether 'I feel a strong empathy with and 
commitment to [the Organization’s] values':  a high 95% of staff agreed 
that they did, while 5% disagreed. 
 
These results indicate strong support for the Organization’s vision, purpose and 
values; all of which grew directly out of the Intervention. 
 
The Intervention 
As demonstrated in Graph 6.44: 
• Question 16 asked whether 'I believe that clearings are a useful way of 
maintaining honest and open communication':  70% of staff agreed that 
they were, while 23% disagreed. 
• Question 17 asked whether 'I feel that the Transformation Process was 
too expensive and time-consuming':  54% of staff disagreed that it was, 
while 40% agreed. 
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• Question 18 asked whether 'I would strongly recommend the 
Transformation Process to other organizations':  73% of staff agreed 
that they would, while 26% disagreed. 
• Question 19 asked whether 'Overall, I was happy with the 
Transformation Process and how it was conducted':  76% of staff agreed 
that they were, while 20% disagreed. 
 
 
While it was clear from the comments that some people had strong feelings 
against the Intervention, and resented it as too intrusive, these results indicate 
a fair level of support throughout the Organization. 
 
The Personal Impact 
As demonstrated in Graph 6.45: 
• Question 15 asked whether 'I gained meaningful changes from 
participating in the Transformation Process':  81% of staff agreed that 
they did, while 16% disagreed. 
• Question 21 asked whether 'I have experienced significant positive 
change at the following levels': 
• Self, or the first level:  82% of staff agreed that they had, while 
18% disagreed. 
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• Other, or the second level:  79% of staff agreed that they had, 
while 21% disagreed. 
• Family, or the third level:  65% of staff agreed that they had, 
while 25% disagreed. 
• World, or the fourth level:  61% of staff agreed that they had, 
while 29% disagreed. 
• Spirit, or the fifth level:  60% of staff agreed that they had, while 
31% disagreed. 
 
 
It seems clear that many individuals experienced significant meaningful change 
as a result of the Intervention.  This was reflected more at the level of the self, 
and decreased moderately over the other levels. 
 
Data Compression 
Internal Survey  
The perceived effectiveness of the organization overall rose by 12.4% 
throughout the year of the intervention.  The level of safe expression in the 
workplace improved by 23.9% and the level of fulfilment gained by employees 
from their work with the Organization also improved 10.5%.  Overall, the 
results of the staff surveys indicate that there was significant improvement 
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during the year in the direction the intervention was aimed: improvement in 
the Organization’s soft skills capacity.  
 
External Survey 
While the overall results were generally inconclusive, it appears that there 
were perceived improvements in the Organization’s functioning during the 18 
months since the Intervention's beginning.  In particular 76% of respondents 
saw the Organization as a better provider of services; 53% thought the quality 
of the Organization’s communication had improved; 57% thought the 
Organization was a better communicator and 70% said that staff spoke more 
highly of the Organization than they did before the intervention.  Although 
inconclusive the above figures are indicative that the beneficial effects on the 
Organization’s culture were beginning to flow through to its interactions with 
the wider world. 
 
Action Research Group Survey 
The ARG's internal survey indicated that significant and positive changes had 
taken place in the Organization as a result of the Intervention and that that 
change was linked to their own personal change.  93% of staff agreed that the 
Organization experienced significant change over the period of the 
intervention.  88% of staff felt that the cause of this change was the 
intervention and 82% acknowledged that the Organization was a better place 
to work since the intervention.  The personal impact is important because 
according to Huse, and the Complexity theory of change, it is on the deep 
structure of the individual psyche that the change effort needs to reach if it is 
to be lasting.  On the DS level of self 87% of the Organization’s staff said they 
had gained meaningful change, on the level of their significant other 79% said 
they had gained meaningful change and on the level of family 65% of staff said 
they had gained meaningful change.  
 
So it is indicated by the ARG survey results that the intervention was 
successful at getting into the deep structure of the individual psyche, a place 
that many interventions don’t even begin to reach.  Furthermore the DS 
individual psyche was reached in a way that was meaningful to the individual 
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and it was this work on the DS levels that facilitated the type of shift in 
attitudes as picked up by the surveys.  This research supports the findings of 
the Hawthorne Studies that outside work factors, to do with self, other and 
family, are more important factors on work productivity than is any work 
related issue.  Interestingly when asked the question about meaningful change 
at the world / work level only 61% of the Organization’s staff said they had 
gained meaningful change.  In other words 21% more staff felt they had 
gained meaningful change on the DS level of self through the intervention than 
they did on the level of the world/work. 
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CHAPTER 10 SUMMARY AND CONCLUSIONS 
 
Complexity 
It is becoming obvious to most who study it that we live in a non-linear 
universe.  The problem, until recently, is that we scientists and researchers did 
not have any non-linear methods to investigate it with so we just had to 
linearise the largely non-linear world and make do.  Complexity attempts to 
deal with, and make sense of, the world as it is without removing any of the 
messiness / non-linearity.  Complexity theory does not attempt to remove any 
data or simplify the world, rather it looks for regularities in the mess and asks 
how these are related.   
 
Ultimately complexity theory, as the London School of Economics website says, 
provides a new way of looking at the world of organization culture as well as 
new ways of investigating and analysing it. Coming across the complexity 
literature did not alter the way I did my work, however it drastically altered the 
way I describe my work as a change agent.  I trust that the insights generated 
by its application to this thesis are sufficient to address any lingering concerns 
about the appropriateness of the metaphoric use of complexity theory through 
which to view organizations. 
 
 
Organizations as CAS’s 
Organizations are CAS’s in the true sense in that their survival is dependent 
their Energy Transfer Gradient (ETG) with the world – measured by the flow of 
money in and out of the organization rather than grains of sand.  
Organizations, like organisms and unlike our sandpile in chapter 2, control 
their own response to external perturbations / changes and it is these 
responses that determine an organization’s future.  And the responses an 
organization makes to its environment are deeply constrained by each 
particular organization’s unique history of structural coupling to its 
environment/world.  The complexity theory of change and the use of the 
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intiffegration process empowers individuals to become conscious of where they 
and their organizations are at – or presently poised for change. 
 
 
Complexity Theory of Change 
The complexity theory of change demonstrates that a consistent, coherent and 
operationally useful theory can be generated using the context of the whole of 
science.  I have repeatedly found the use of the complexity theory of change a 
beneficial context within which all types of people can derive meaningful 
change.  From the complexity theory of change comes the understanding that 
change is a universal constant and it appears as an unbroken continuum that 
we humans can classify intellectually into three categories: Surface, Mid or 
Deep structure change events.  The recognition of these three categories of 
change has been identified right across the Physical, Biological and Human 
Sciences.  So rather than treating change as some abnormal period that has to 
be dealt with, the complexity theory of change treats change as the normal 
state of an organization and looks to see where it is presently poised for 
change.   
 
Organizations Always Poised for Change 
All organizations are always poised for some level of change, the categorization 
of it into three levels allows us to read and describe better where we think an 
organization is poised for change.  Accurately assessing where an organization 
is poised for change is critical to the success of any intervention because the 
organization will only change to the level it is already poised to change.  
Having individuals throughout an organization annually do the questions on a 
personal level and then workshop the answers, is a powerful methodology for 
assessing where an organization’s culture or emotional state is poised for 
change at any time.  
 
Must Reach Into The DS Of The Individual Psyche  
For change to be successfully institutionalised in an organization it must reach 
into the DS of the psyche, or Huse’s level 4, of the individuals that make it up 
in order to effect change from where the Hawthorne Studies, all those years 
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ago, showed to have the greatest bearing on performance at work – the 
outside work levels relating to the self, other and family.  Furthermore the 
change process must engage participants on the DS level in a way that 
engages them positively in the change process thereby reducing the resistance 
to the change effort on the individual level.  Reducing the resistance to the 
change effort is done by pointing out how the change process the organization 
needs is the same one the individual needs, and can benefit from personally, 
through improved soft skills ability in personal relationships, with family as well 
as work.  
 
The Context of Change 
The context for the change process is the complexity theory of change applied 
to our scientific understanding of how we humans got to be like we are / here. 
Using this cosmology as the context for change means it is broad enough for 
all personalities to identify with.  Beginning with each individual’s DS means 
the change process begins within the DS contexts of the individuals who are 
going to achieve the change, rather than on an intellectual or abstract 
understanding of what needs to change.  This personalising the change process 
within the context of each individual allows them to see how their efforts at 
change on a personal level are manifest at the level of the organization / work.  
Being able to see the personal benefits of change is a very strong motivator for 
change to the individual. 
 
The Organization 
Coming into a new organization I don’t know what level of change is required, 
or what level of change I can assist them to effect, because the change 
process is context dependent and that makes the approach different for each 
organization.  The history of structural coupling of the Organization, especially 
the years during the transition from a government department to a statutory 
authority, created a dysfunctional culture of fear and mistrust.  The 
Organization was poised for deep structure transformation, however limitations 
such as the level of leadership commitment to deep structure change, and 
what it involves, meant that the Organization did not go as deep as some 
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would have liked.  However, the depth the intervention did go was sufficient to 
shake the Organization out of its crises and on to a more functional footing. 
 
Intiffegration Process 
The emergence of the steps of the intiffegration process out of which spatio-
temporal structures emerge are sufficiently universal, or abstract, to enable it 
to be applied to many levels of analysis.  It provides the basis of the 
theoretical approach to the study as well as the basis of the methodological 
approach to the research, it provides the context for change and the 
methodology used for the intervention, right down to structuring the questions 
on the individual level during the important pre-preparation phase of poising 
the organization for change.  The fractal nature of the intiffegration process 
means that from a certain (the researcher’s) position an analysis can be given 
that is both wholistic in approach yet inclusive of reductionistic methodologies 
within a single analysis. 
 
The universal, or fractal, nature of the intiffegration process is one of the 
theory’s main strengths.  Its rigour holds across all levels of analysis in this 
thesis allowing for a more integrated approach to researching organization  
change using multiple methods.  Another feature of the intiffegration process is 
that it supports the notion of triangulation as a valid means of analysis by 
incorporating several data streams into the one analysis. 
 
Intervention Methodology Captures Serendipitous Changes  
When the intiffegration process is applied to an organization as an intervention 
methodology it enables the capturing and incorporation of serendipitous 
outcomes.  For example, the rapid resolution of the outstanding matters of the 
Enterprise Bargaining Agreement was not something that was intentionally 
included or discussed as an outcome of the intervention, nor was the sea-
change on environmental issues that emerged as a key strategy of the 
Organization going forward.  Likewise the restructuring of the whole 
Organization was not something that was envisaged at the start rather it 
emerged as a required change for the Organization to embody its new values. 
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Another key feature of the intiffegration process is what Fritz Heider (1958) 
refers to as ‘equifinality’ – which means, in this context, that there are many 
equally effective ways to bring about change.  The complexity theory of change 
establishes a context that is broad enough to allow for people engaged in it to 
be the masters of their own change process.  It does this by engaging 
participants on the personal and professional levels at the same time and 
always works to show how these two levels are intricately intertwined.  The DS 
context, or starting point, for any change is always the DS level of the self.  
This then personalises the change process and acknowledges that there are as 
many ways to change as there are individuals.  
 
Focus on Priorities 
Another important aspect of the intiffegration process is that it requires the 
prioritising, or structuring, of the values on both the individual level and an 
organization wide basis.  In doing so it gets the individuals within, and the 
organization as a whole, more focussed on what’s important within the context 
of their whole lives.  By incorporating the more personal aspects of the 
individual psyche into the organization’s psyche the intiffegration process 
overcomes one of the main reasons why interventions fail – not getting 
sufficiently into the DS of the organization’s psyche.  Importantly the 
intiffegration process gets sufficiently into the DS of the organizations psyche 
in a way that enables participants to open up to the change process rather 
than resist it, as they can see the benefits of it to them personally. 
 
Intiffegrated Action Research Methodology (IARM) 
To date, action research proceeds to do research from an unconscious position 
by not insisting on the researcher’s own position being spelled out up front.  
Furthermore action research does not allow for the use of quantitative 
methods.  The Intiffegrated Action Research Methodology (IARM) is inclusive of 
both qualitative and quantitative methods as well as the researcher’s own 
position.  The application of the intiffegration process to the research 
methodology transformed a rather rigid and confusing process into relatively 
simple and straightforward one.  Insisting on the inclusion of the researcher’s 
own position marries the personal and professional aspects of the researcher’s 
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psyche at the deep structure level.  This then overcomes the dichotomies 
between the qualitative and quantitative aspects of the research by integrating 
them into a new research methodology IARM that moves action research 
forward to being a more operationally useful methodology. 
 
With the inclusion of the researcher’s position we can be clear about where the 
research is being approached and analysed from.  Insisting on this fosters the 
development of a certain consciousness in the researcher not only about the 
research but of the researcher’s own role in the research.  This consciousness, 
by including the effects and limitations of the researcher’s role, at least makes 
the researcher aware of what is becoming a growing concern amongst both 
researchers and practitioners alike: the roles of change agents and in 
particular problems of self-awareness’. 
 
THE INTERVENTION  
The intervention was aimed at bringing about DS change on the levels of self, 
other and family that would create the need for DS change, or transformation, 
on the level of work.  In the early stages of an intervention there are two key 
factors: obtaining leadership commitment and assessing where the 
organization is poised for change.  If I feel an organization’s leadership is only 
prepared, or capable, of mid structure change when the organization is poised 
for deep structure change then it is only going to be possible to achieve mid 
structure change no matter how deep the intervention goes.  Such is the 
constraining nature of the leadership on an organization’s culture.  
 
Depth Of Change 
Going for more change than is possible is counter-productive and leads to 
unfulfilled expectations.  It is best to be very realistic in assessing the depth of 
change that is going to be possible to achieve rather than what might be 
required or desired.  With the Organization that is the subject of this 
intervention there were dashed hopes and unrealised expectations from time 
to time, especially amongst some members of the ARG as they were some of 
the most enthusiastic supporters of the intervention.  However, this 
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enthusiasm was tempered with the fact that everybody knew from the start 
that the intervention would only go as deep as the leadership would allow it.  
 
Intiffegrated Intervention Methodology 
Guided by the intiffegration process the intervention methodology begins with 
the important pre-preparation phase of reflecting about individual values and 
aspirations within the context of their whole life through doing the questions 
with staff.  This pre-preparation phase serves as the differentiating phase 
whereby the focus of the intervention is on differentiating the individual’s own 
goals and values.  The pre-preparation phase prepares participants for the next 
stage of increasing connectivity through mixing participants in diverse groups 
through the three-day cultural transformation workshops.  The point of these 
workshops is for everybody to share their values with each other and come up 
with a common vision and value statement for each group that would 
eventually be integrated into the Organization’s vision and value statement.  
 
Throughout this connectivity phase many ideas and strategies for change 
emerged which set the tone for the next phase, or step, in the intiffegration 
process: the emergence of new strategies and structures as desired changes 
for the Organization.  The emergence of new strategies and structures, in turn 
sets the tone for the next phase of integrating the emergent changes into the 
Organization through a series of two day strategy and planning workshops.  
During these workshops changes to structure, strategy, power relations, and 
changes to the reward and remuneration systems are talked through including 
ways to best implement the changes.  Once agreed though the strategy and 
planning phase the changes were then implemented on an Organization wide 
basis. 
 
This only leaves the reiteration phase to go which was handled through a one 
day follow-up workshop the purpose of which was to revisit the questions, 
which should be done annually on a personal level, and to recapitulate where 
the Organization had been when we started and where it was now with a view 
to where it should be continuing the change effort.  Judging by the responses 
 280 
Chapter 10 – Summary and Conclusions - 281 
in the internal surveys it was clear to the majority of its members that the 
Organization had come a long way. 
 
Intervention Goals 
The lingering question of the leadership commitment to the intervention did 
not show up as any significant shortcoming in the research results of the goals 
of the intervention.  The main goals of the intervention were to measurably 
improve participant’s competency in the areas of:  
 
1. Interpersonal Communication including such things as: People 
Management; Leadership; Ability to manage conflict and tension as it 
arises in a civil and dignified manner.  The quality of interpersonal 
communication across the whole organization was perceived by the 
Organization’s staff to have improved by 11.5% throughout the year of 
the intervention.  The perceived ability of the Organization to manage its 
own conflict and tension was perceived by the Organization’s staff to 
have improved across the whole organization by 23.5% throughout the 
year of the intervention.  And agreement with the question ‘Over the 
last year Senior Executives’ ability to manage conflict and tension civilly 
(courteously) has improved?' increased from 68% to 92.4%, a rise of 
24.4% 
 
2. To enhance participants' ability to communicate openly and honestly 
with each other.  The openness of communication across the whole 
Organization was perceived by the Organization’s staff to have improved 
by 37.2% throughout the year of the intervention. The perceived 
honesty in the communication across the whole of the Organization also 
increased by 15.6% throughout the year of the intervention.  Staff 
satisfaction with how honest senior executives were with staff 
themselves was initially low (61.5%); this rose by 19.1%, reaching 
80.6% by the end of the intervention.  
 
3. Developing a sense of ownership of, responsibility for, and loyalty 
towards the Organization as a whole in its employees.  The perception 
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by staff of the Organization’s future is a good indicator of improvement 
in organizational loyalty showing significant improvement with the 
amount of staff being satisfied with the Organization’s future prospects 
rising 22.5% throughout the year.  Agreement with the statement 
'[staff] feel a strong sense of ownership of (responsibility toward) [the 
Organization]' was 62.8% in May 1994, and 85.3% in May 1995, an 
increase of 22.5% throughout the year of the intervention.  In response 
to the question 'I feel a strong empathy with and commitment to [the 
Organization’s] vision':  86% of staff agreed that they did, while 13% 
disagreed.  
 
4. Transform the workplace into an open trusting environment; improving 
the coherence and effectiveness of the Organization as a whole; and 
improving the overall level of satisfaction and fulfilment gained by 
employees from their work at [the Organization]. To the statement 'I 
feel safe to express myself at [the Organization]', in May 1994, 65.8% 
of staff agreed; by May 1995, 89.7% of staff agreed with this statement, 
an increase of 23.9% throughout the year of the intervention.  The level 
of fulfilment gained from working 'in the organization as a whole' was 
74.4% at the time of the first survey; this increased to a high 92.6%, a 
rise of 18.2% by the end of the intervention.  Asked whether they felt 
‘that communication and relationships have greatly improved between 
people working together in [the Organization]' during the year of the 
intervention: 79% of staff agreed that it had.  
  
The level of cooperation across the whole Organization was perceived by 
the Organization’s staff to have improved by 38.6% throughout the year 
of the intervention.  The level of cooperation between sections within the 
Organization, a problem also identified prior to the intervention, was 
perceived by the Organization’s staff to have improved by 37.2% 
throughout the year of the intervention.  Similarly the level of 
cooperation across the whole Organization was perceived by the 
Organization’s staff to have improved by 38.6% throughout the year of 
the intervention.  The perceived effectiveness of the whole organization 
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increased by 12.4% throughout the year of the intervention.  The 
amount of satisfaction staff reportedly gleaned from their work in the 
Organization also increased by 18.2% throughout the year. 
 
External Survey 
76% of respondents to the external survey said ‘the Organization was a better 
provider of services’; 53% thought the quality of the Organization’s 
communication had improved; 57% thought ‘the Organization was a better 
communicator’ and 70% said that ‘staff spoke more highly of the Organization 
than they did before the intervention’.  Although inconclusive these figures are 
indicative that some of the beneficial effects of the Intervention on the 
Organization’s culture were beginning to flow through to its interactions with 
the wider world. 
 
 
Action Research Group Assessment of The Personal Impact 
The ARG's internal survey indicated that significant and positive changes had 
taken place in the Organization as a result of the Intervention and that change 
was linked to their own personal change.  93% of staff agreed that the 
Organization experienced significant change over the period of the 
intervention.  88% of staff felt that the cause of this change was the 
intervention and 82% acknowledged that the Organization was a better place 
to work since the intervention.  The personal impact is important because 
according to Huse, and the complexity theory of change, it is on the deep 
structure of the individual psyche that the change effort needs to reach if it is 
to be lasting.  On the DS level of self 87% of the Organization’s staff said they 
had gained meaningful change, on the level of their significant other 79% said 
they had gained meaningful change and on the level of family 65% of staff said 
they had gained meaningful change.  
 
So it is indicated by the ARG survey results that the intervention was 
successful at getting into the deep structure of the individual psyche, a place 
that many interventions don’t even begin to reach.  Furthermore the DS 
individual psyche was reached in a way that was meaningful to the individual 
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and it was this work on the DS levels that facilitated the type of shift in 
attitudes as picked up by the surveys.  This research supports the findings of 
the Hawthorne Studies that outside work factors, to do with self, other and 
family, are more important to factors on productivity at work than is any work 
related issue.  Interestingly, when asked the question about meaningful 
change at the world / work level only 61% of the Organization’s staff said they 
had gained meaningful change.  In other words 26% more staff felt they had 
gained meaningful change on the DS level of self than they did on the level of 
the world/work. 
 
Limitations Of Study 
This research focuses on one organization in one industry that perhaps has a 
degree of internal bias when using a theory of change generated from the 
findings of the physical and biological sciences.  Bias because many of the 
people working in resource and environmental management organizations 
have training in the physical and biological sciences meaning the key concepts 
of the complexity theory of change may be more familiar to them than to say 
an accountancy group.  However, I have anecdotal evidence for the success of 
the theory and the intervention methodology in other organizations where I 
have used it.  A good example is a firm that provides computer training 
services whose staff have not reported any difficulty with the complexity 
theory of change over the last few years that it has been used there. 
 
The intervention methodology is generalizable as I have used it for 
organizations with such diverse backgrounds as computer training, printing 
and publishing, government agencies and resource management organizations.  
If the intervention methodology is generalizable then so should be the 
complexity theory of change as it is the context I give for any change work I 
do in organizations.  However, I am yet to test its effectiveness across any 
other organization by way of surveys or other data gathering exercises.  I 
believe the methodology for this particular research is generalizable also, 
however it has not been tested or evaluated by any other researcher to date 
either. 
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Research Aims Revisited 
1. To develop the theory of human and organizational change. 
The application of the complexity metaphor to my work made the 
conceptualisation of it possible to the extent that it could now be taught, and 
another researcher/change agent could replicate what I have done.  The 
emergence of the intiffegration process has also allowed me to better, and 
more simply, explain to other CEOs what an organizational transformation 
involves during the important phase of getting to know their organization.   
 
To some, beginning a three-day workshop on cultural change with a two hour 
talk on the big bang and the evolution of the universe is a bit much.  However, 
in my work I have repeatedly found it to be a most powerful metaphor to 
connect people up to the larger change process that they are all part of, as the 
following statement by a factory floor worker in a print shop hints at: 
When you started off talking about the big bang and the universe I 
thought ‘god this guy’s off the planet’ but I was wrong.  I have learned a 
great deal in the last three days and I thank you for it (pers. comm., 
1998). 
 
 
2. To apply the change theory to an organization through an intervention 
The question here is did the Intervention meet the criteria for a revolutionary 
transformation?  That is, was there significant change in the Organization’s 
strategy, structure and power relations within a twelve month period and was 
the new behaviour successfully institutionalised. 
 
Change of Strategy - Strategic Shift in Focus on Environment 
The shift in emphasis in the Organization's strategy resulting from the 
Intervention, from an inward focussed defensive and gemienschaft type 
of culture to a more outward looking gessellschaft culture is perhaps the 
most long lasting and personally satisfying change the Intervention 
managed to bring, especially the sea change toward environmental 
issues.  As a direct result of that shift environment and community 
representation is now in place on the important management advisory 
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committees (MAC’s) responsible for the management of particular 
species of the resource. 
 
Change of Structure 
The changes to the Organization’s structure to what became known as 
the ‘lilly-pad’ structure during the intervention affected everybody in the 
Organization and involved considerable redesign of the Organization’s 
workspace to accommodate the changes. 
 
New Power Relations 
The changes to the Organization’s structure involved significant changes 
in the Organization's power distribution with some people’s perceived 
status being enhanced whilst others were downgraded.  The changes to 
the organization involved the merging of two resource management 
sections into one leaving one senior officer without a resource 
management portfolio.  However, this was dealt with by having the 
senior officer without a job head up the newly emerging operations 
branch at a senior level. 
 
Institutionalised Changes  
I think the findings of the surveys combined with the ARG findings on 
the amount of individual change that took place as a result of the 
Intervention indicate the changes were successfully institutionalised. 
Furthermore there were changes to the Organization’s reward and 
remuneration systems to allow for the assessment and reward of the 
more personal aspects of the individual psyche in employees 
performance agreements.  Although inconclusive the external surveys 
also indicate that the changes bought about by the Intervention were 
beginning to filter through to the wider community the Organization 
interacts with. 
 
3. To develop a complexity based methodology for the research 
The development of the Complexity Theory of Change, especially the fractal 
nature of the intiffegration process, allowed for the emergence of a robust 
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methodological framework within which to analyse the research.  The research 
methodology addresses directly the problems of self-awareness in change 
agents by having the researchers position incorporated in the methodology.  
 
4. To evaluate efficacy of intervention / change theory/model 
The triangulated findings of the data streams support the view that the 
intervention was successful in achieving its stated aims.  Would it have 
happened anyway?  The Organization could have successfully implemented 
some of the changes bought about by the Intervention, however it is extremely 
unlikely that it would have been able to implement the level of change required 
to meet the criteria for a revolutionary transformation without the 
Intervention. 
 
Future Research 
It would be interesting to see if other social science researchers find the use of 
the Intiffegrated Action Research Method as helpful as I did.  It could be 
applied to any action research situation.  Whether or not another researcher 
could achieve the same results using the Intervention methodology is another 
thing, as this depends partly on their ability as a change agent.  However any 
competent change agent could follow the Intervention methodology.  It would 
be interesting to see what results they achieve by following the Intervention 
methodology. 
 
 
CONCLUSIONS 
Why was this Intervention Successful? 
If interventions are notoriously weak at achieving their stated aims then why 
was this particular intervention so successful in achieving its stated aims?  
There are five main reasons: 
 
1. The intervention successfully incorporated the DS of the individual 
psyches in the change process. 
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2. The intervention was able to engage the Organization’s leadership 
team to a deep enough level to enable DS emotional changes to 
be made to get the Organization functioning again from an 
original state of quite severe dysfunction. 
 
3. The context provided by the complexity theory of change is broad 
enough to enrol participants of all personality types in the change 
process without the usual resistance put up by the different 
personalities against any of the so called management schools of 
change if proffered. 
 
4. The intervention methodology was successful at capturing 
serendipitous changes as they emerged. 
 
5. Finally the intervention was successful at embedding the changes 
in the Organization by way of changes to its structure, strategy, 
power relations and reward and remunerations systems. 
 
We have seen how through the lens of the complexity theory of change that 
change is a constant across all three fields of science that people addressing 
organization change need take heed of.  Any organization is always poised for 
some level of change and we can classify the level of change from the surface 
to mid, to deep structure change events.  The focus then becomes on 
assessing what level of change any particular organization is poised for.  Once 
accurately diagnosed an intervention can then be directed to affect that level 
of change only.  In my experience, an accurate diagnosis can’t be done without 
the full cooperation of the individuals and in particular the leadership of an 
organization, as they are the ones who will have within them the knowledge 
about where the organization is poised and how deep the intervention can go. 
  
Although organizations I have worked for, such as the one that is the subject 
of this study, often don’t have the expertise within their leadership to 
accurately assess where their organization is poised for change they do know 
at once how far they are prepared to go to enact the desired changes.  The job 
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of the change agent is then to work to effect the required level change and to 
work within the limits of how far the organization’s leadership is prepared to 
go.  This means respecting and working within the leadership’s constraints for 
change.  
 
Any change effort has to include the more personal aspects of the DS of the 
individual psyche in the effort.  Engaging the individual on their own DS and 
incorporating them in the change process at that level, is the key to securing 
meaningful/real change.  As individuals participating in any change attempt are 
of differing backgrounds and ages, knowledge of the stages of adult 
development and in particular how different stages involve different issues is 
very worthwhile.  As is the flexibility to allow for the myriad different responses 
to change that come from the individuals. 
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